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ABSTRACT OF THE REPORT ON A PROPOSED PLANNING SYSTEM FOR THE

NEW JERSEY DIVISION OF VOCATIONAL EDUCATION

Chapter I

Education Planning Systems - A Point of View

The body of literature concerning planning-programming-

budgeting has become so,complex to be almost incomprehensible to

public officials seeking an understanding of PPB. Much of the

confusion and misunderstanding stems from the lack of operational

planning systems which can be analyzed by policy-making officials

<g.

contemplati ng use of such systems.

The Government Studies Center (GSC) of the Fels Institute of

Local and State Government has developed and field tested such a

system over the past three years in two counties and six school

districts in the Commonwealth of Pennsylvania. The tducatioh-

Planning-Programming-Budgeting System (EPPBS) is presented as

background and introduction to the results which can be obtained

from educational planning systems. Key concepts used in the

EPPBS are also explained, including (1) the use of forecasts, (2)

the use of indicators, indicator gaps, and the setting Of

objectives based on the desire to close the gaps, (3) the "base

case" or status report and (4) the development of program and

project alternatives in alternative sets. These and other EPPBS

xi



concepts have been modified and adapted for the recommended New

Jersey Vocational Educational Planning System.

Chapter II

The Setting - New Jersey Division of Vocational Education

Until very recent years, vocational education was one of

this nation's most neglected educational missions, with attention

to occupational training being sporadic, uncertain, and generally

unrelated to regional economic problems and individual

aspirations. Recognition as a national concern came with the

Vocational Education Act of 1963, and the Amendments of 1968.

Yet, even with increased resources, vocational education faces

unique management problems and dilemmas in arriving at objectives

and overcoming crucial program restraints.

The present Assistant Commissioner of the Division of

Vocational Education entered the post in January, 1965 when the

impact of Act of 1963 was being felt and the shift from a limited

program orientation to new concern with construction of

facilities, with research, and with program evaluationl and

administration was occurring. The vital economic ingredient in

vocational education programs has been stressed in the highly

industrialized State of New Jersey.

The Division's existing decision-making processes,

information systems, and financial management - confronted with

a virtual revolution in the purposes of and resources for

xii
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vocational education - have yet to be fully adapted to these

broader management responsibilities. Certain deficiencies in

each are noted. Yet, before undertaking development of a

comprehensive planning system any public agency will legitimately

ask - is there a need and does that need merit the investment

required. Thus the justification for developing and implementing

a vocational Educational Planning System is presented in terms of

both external and internal factors bearing on the need.

In sum, the analysis presented suggests the need for a

continuous, comprehensive, and integrated planning system for the-

Division: continuous because such a planning system would

replace intermittent examinations of single revenue sources;

comprehensive because the planning system would embrace all

revenue sources administered by the Division; and integrated
A

because the planning system procedures would permit examination

of each revenue source in the context of all activities designed

to achieve Division-wide objectives.

CHAPTER III

General Design Considerations

The Vocational Education Planning System is primarily

concerned with planning decisions and only secondarily with

management and operations decision processes, as these terms are

explained. The Planning System provides a formalized, sequential

process, functioning continuously during the Division's fifteen



month planning cycle, in which decisions on a given revenue

source are made in the context of the total :operation of the

Division. The backbone of this planning process are the

indicators - the main link between the program evaluation of the

Division's operations and the planning decisions which alter

these operations. Planning procedures are dependent on

development of an effective data and information base, with

related report generation procedures. Explicit links between the

proposed Planning System for the Division and the planning system

of the Department of Education as a whole are indicated.

An exhaustive examination of the revenue sources controlled

by the Division, activity types funded by each revenue source,

and financial constraints associated with some of these sources

is presented.

Planning is explained as a cyclical process which requires

formal planning procedures for each continuing revenue source,

and more general procedures for the non-continuing sources.

Timing for each revenue source is noted, decision-making is set

in the context of previous decisions and knowledge of possible

future decisions for all other revenue sources, and decision

point and level reports are generated.

Three types of indicators are proposed and explained -

Social Demand, Process, and Output. Examples of each are

provided. Vocational programs and projects are undertaken to

cause the expected level for an indicator to come as close as

possible to the desired level set by Division policy. The

xiv



Planning System itself will produce information on present and

expected indicator levels as a benchmark for the setting of

desired indicator levels in the Division.

Input forecasts and projections are examined, recognizing

that the need for better forecasting on any policy dimension must

be justific:?: not assumed. Elements considered in justifying

more sophisticated projections include (1) the range of programs

and level of resources, (2) availability of proven models and

methodology, (3) availability of data and information, and (4)

recognizable and measurable benefit. Forecasts and projections

for the following categories are discussed:

- Population and Client-Recipient Groups

- Manpower and Occup4ional Requirements

- Staff and Space Requirements

- Federal and State Revneues

74'

Manpower and occupational forecasts are seen as having particular

relevance to vocational educational planning, in that superior

forecasting can enhance the competitive position of New Jersey

for economic development. Because of the importanceattached to

projections anticipating occupational composition of the work

force required to achieve defined economic goals, the

methodologies of several leading manpower studies are reviewed.

xv



Chapter IV

General Design and Logic of the Planning System

The general overlapping problem which the Division faces in

planning each revenue source in the context of commitments made

for all revenue sources is discussed. Three separate planning

cycles that yield old, current, and new plans over'a span of

approximately six years are introduced.

Major components of the Planning System are (1) the Division

and Revenue Source Planning Subsystem Procedures, (2) the

Division and Revenue Source Indicator Sets, (3) the Forecast

ProcedUres, and (4) Data and Information Files and Report

Generation Procedures.

The General and the Detailed Flows of the total Planning

Systems (Charts IV-B and IV-C) are explained with reference to

the Base Case and Alternative Set Phases. An illustrative set of

Data and Information Files are provided.

Chapter V

Work Pio ram for' the Develo ment Testin 'Modification

and Im lementation of the Pro osed Plannin S stem

The work program discussed covers a three year period

beginning July 1, 1970 and concluding June 30, 1973. In

establishing the work program the following factors were

controlling:

xvi.



-the duration of the planning cycles of each of the

continuing revenue sources and the place of each in the

fifteen month planning cycle of the Division

-the time required to design the components of the Planning

System and the necessity of taking each component through

two complete implementation, evaluation, and modification

cycles

-the value in providing most of the components of the total

Planning System at the end of the first year of the project

The work program involves three phases and five task

streams. The three Phases are July 1, 1970 - April 30, 1971, May

1, 1971 - April',30, 1972, and May 1, 1972 - June 30, 1973. The

task streams involve development and implementation of (1)

Forecast Procedures, (2) Report Generation Procedures, (3) Data

and Information Files, (4) Indicator Sets, and (5) Planning

Subsystem Procedures. A detailed phasing of the work program And

the results at the end of each phase are explained.

As designed, the Work Program will provide all the

components of the proposed Planning System thirteen months after

the start of development, and a completely tested and operational

system at the end of thirty-six months.



Chapter I

EDUCATION PLANNING SYSTEMS - A POINT OF VIEW

Discussions and explanations of planning-programming-

budgeting (commonly abbreviated as PPB) have become so common),

and so complex, as to be almost incomprehensible to those seeking

an understanding of PPB. Much of the confusion stems from the

incontrovertible fact that the' vast proportion of articles,

monographs, and books on the subject of PPB systems are semantic

manipulations of budgetary concepts and developments, and not

analyses of experience with operational systems. Lacking

concrete examples of installed and field-tested planning-

programming-budgeting systems (with some exceptions in the

Federal experience), state and local officials contemplating use

of PPB have been confronted with a potential fiscal shift based

on faith not facts.

Experienced state and local officials have been engaged for

years - and competently - in planning, program analysis, and

budgeting for the full gamut of public services which this

society provides its citizens. What, they ask, are we to do

differently in employing PPB; what new factors are we

considering; what new elements are we adding to a budgetary

process replete with political implications; which interpersonal

-1



relations carefully, established will be jeopardized and, most

essential, what results can be achieved in terms of meeting

policy objectives within the limits of available resources?

No discourse, briefing, or written materials can adequately

respond to these legitimate questions unless based on an

operational system with results and output that the official can

examine and digest in reaching a conclusion. It is not what PPB

is, but what it produces that matters. With this considerable

variation in statements of what PPB is, there have necessarily

been differences in what the few existing operational systems

have produced in the way of output. But the policy making

official, whether in education or other public policy_areas, can

evaluate an operating system; even the most perceptive official

cannot judge, however, the potential management benefits of an

explanation of a new stage in the evolution of planning and

budgetary techniques.

In designing a Planning System for the New Jersey Division

of Vocational Education, detailed and explained in this report,

the Government Studies Center (GSC) of the Fels Institute has

adapted concepts, techniques, and elements of a fully operational

and tested PPB system which GSC designed particularly for

educational organizations. An explanation of the Education-

Planning-Programming-Budgeting System (EPPBS) is presented here;

it serves as background and introduction to the results that can

be obtained from a fully developed planning system.

-2-



While the full complexity of the EPPBS cannot be described,

a general understanding of the concepts, techniques, and elements

of the system can be obtained from this overview. Enough

information is presented to provide a clear picture of how the

system operates, how it assists educational policy makers, and

what results or. output it provides.

The EPPBS described here relates to school district

procedures but has definite conceptual and technical parallels in

the recommended planning system for the Division of Vocational

Education. Key notions that should be understood from this

overview of the EPPBS include the use of (1) forecasts, (2)

indicators, indicator gaps, and the setting of objectives, (3)

program structure and the crosswalk, (4) the base 'case or status

report, (5) the distinction between programs and projects, (6)

the design and selection of project alternatives, (7) multi-year

planning of programs and projects," and (8) development of the

annual budget for the next year.

The Study

The EPPB System is the product of a three year ESEA, Title

III study. In 1967, The Pennsylvania Department of Education

encouraged Bucks, Cameron, Elk, McKean, and Potter Counties

superintendents of schools' offices and the,...27 school districts

in these counties to develop a planning- programming- budgeting

-3-



Special impetus for the study came from the possibility that

intermediate units or regional education service agencies would

be established in-Pennsylvania.

These counties contracted with the University of

Pennsylvania to provide the technical design. The Government

Studies Center of the Fels Institute, Management Science Center

of the Wharton School, and Graduate School of Education all

contributed. Pennsylvania Department of Education and Research

For Better Schools, Inc. assisted in the development of the

System.

EPPBS has been successfully tested in six school districts

and two county offices. The superintendent and staff in these

educational units have found the system most helpful in defining

objectives, developing programs, planning revenues, preparing

budgets, and in-presenting the results to the boards.

The System and The Need

Educational units - school districts, intermediate units and

state departments of education - are being pressed to justify

their allocation of resources. The Education-Planning-

Programming-Budgeting System (EPPBS) has been developed to

provide a rational basis for selecting programs and projects

which will fully utilize resources to accomplish educational

objectives.

-4-



EPPBS is a series of specific procedures and decision

'processes for annual use, which, when properly executed, permit

the evaluation of alternatives against'''. specific educational

criteria. It encourages consideration of long-range consequences

of this year's decisions. The Education-Planning-Programming-

Budgeting System (EPPBS) employs planning procedures which

incorporate proven techniques developed over the last 25 years

for assisting in the process of planning and budgei construction:

Planning-Programming-Budgeting

An examination of 'the general process decision-makers follow

in guiding a school district will serve as a useful starting

point. Figure I-A shows the basic information flows in this

process. The decision-makers'-- the board and superintendent --

attempt to operate the schools so that the educational

requirements or objectives of the community are satisfied.

Sometimes these objectives a71.e explicitly stated. Often they are

communicated informally to and through the board, but explicated

or not, they exist. The decision-makers' outputs are decisions.

These are detailed by staff to produce operating directives --

both oral and written and both formal and informal -- to guide

the operation of the school district. A main result of the

decision making process is the budget.

-5-
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The deciiion-makers must have information about what is

going on in the various activities so that they can detect

deviations from desired results and so that they can properly

motivate the staff to make appropriate adjustments to ahieve the

desired results. This requires a feedback path shown at the

bottom of Figure I-A. Data about the system are recorded and

filed. The files are a convenient "memory for the organization".

Data in the files, however, is not very meaningful, since it

consists of a large number of individual records. Therefore,

this data must be analyzed in order that it be placed in a form

which the decision-makers can interpret in relation to the

objectives of the school district.

One important example of this information cycle is the

budget. The budget is really the result 9f a series of decisions

made annually by the board and superintendent. The budget

decisions are detailed by the staff. The detailed budget is the

authorization for the school district to carry on various

activities. Thus the budget is a key device for implementing

policy and for directing activities.

In .establishing the budget the decision-makers must

determine which activities should be authorized to move the

school district toward its objectives. Budget decisions must be

supported by two kinds of analyses. First, data about the school

district and about the world in which the school district exists

must be analyzed in order to understand the present status of the

-7-



district and the nature of the community it serves. Secondly,

various ways in which the school district could operate must be

studied and predictions must be made concerning the influence

various possible activities will have on the desired objectives.

Planning-Programming-budgeting is a method for performing

these two kinds of analyses in preparation for establishing an

annual budget.

Objectives and Indicators

Good planning is directed toward choosing those activities

which accomplish the desired objectives. Therefore, it is

important to understand what an objective is and how progress

toward it is measured. In EPPBS the device for handling

objectives is the indicator. An indicator is a measure of a

resource input to or an output from the school district. An

indicator must be quantifiable, that is, some definite procedure

must be available which tells what information and data to record

and how to manipulate it so as to produce a number which

represents the indicator.

Figure I-B shows typical indicators and illustrates their

uses. Four indicators are shown. Two measure resource inputs

and provide part of the basis for examining the level of

resources in terms of the desired benefits and effects to be

achieved. These indicators are: (1) total dollars expended per

-8-
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pupil and (2) classroom teachers per thousand weighted pupils.

The other two indicators are output indicators and measure the

performance of the school district. These indicators are: (1)

achievement in mathematics (average deviation from national norms

in a standardized achievement test) and (2) the percent of high

school graduates who are successful in pursuing their expressed

interests in post high school education.

An examination of the mathematics achievement indicator will

be useful at this point. The present level of the indicator is

developed by giving each pupil a mathematics achievement .test

appropriate to his grade. These tests are then scored relative

to national norms in terms of equivalent glade Teyel. The

average deviation of the school district scores fron national

norms are then taken. The hypothetical school district shown on

Figure I-B scored an average of 0.35 of a year above the national

norms. Two other critical points are shown on the scale. First,

there is an estimate of what the mathematics achievement will be

five years from now if no modifications are made to the present

mathematics program. Second, the desired level is shown -- 0.6

of a year. The estimated and desired levels are determined by

the superintendent and board, with appropriate consultation with

the staff and curriculum experts. The community may, at times,

be involved in helping set the desired levels. The exact method

of consultation with the community depends upon the way in which

the community interacts with the board and superintendent.

-10-



The difference between the five-year estimated and the

desired level is called the gap. An objective is to close the,

gap, in other words, to undertake acitivties which will cause the

estimated mathematics achievement level at some specific future

point in time (a five-year period is used in EPPBS) to come as

close as possible to the desired level.

It is presumed that a real school district will have a

number of indicators, many of which will have gaps. It is

unreasonable to expect a district to attempt to close all of the

gaps in any one multi -year period. Therefore, it i6 necessary to

establish priorities. At the very least, the board and

superintendent, with the assistance of the staff and community,

should rank the gaps to show which ones they believe should be

closed first. In other words, the objectives are ranked in

priority order.

Thus, the purpose of EPPBS is to assist the decision making

group in choosing the most desirable changes to be undertaken in

the school district -- innovations, new projects, changes in

resource levels, or reduced programs -- so as to close the gaps

in priority order within acceptable expenditure and reasonable

manpower levels. The results of these decisions are then

reflected in the annual budget.



The Basic Flow in the EPPB System

Figure I-C illustrates the basic process by which decision-

makers choose the preferred course of action. Data are prepared

about the present status of the school district and the

community. Included in the data preparation are estimates of

enrollment over the next five-year period and estimates of

revenue factors, such as property market value and subsidy

levels, which provide the basis for estimating the anticipated

revenue for the same period. From the previous year's planning,

information is collected about the current policies and programs

and projects under way in the schOol district. All of these data

are then fed into the basic (partially computerized) procedures.

The procedures provide two kinds of output: (1) estimates of

indicator levels under a proposed plan of operation (set of

programs and projects) and (2) estimates of the revenue required

to operate the plan. These outputs are evaluated by the

decision-makers. If they feel that this plan is satisfactory it

can be adopted and a detailed budget prepared. If, however, it

is not satisfactory, then the board and superintendent can do one

of two things. They can try different combinations of activities,

already designed or they can call for the design of new projects

and add them into the plan. Basically, EPPBS is a fori&asting
3

tool which lets decision-makers see the probable consequences of

plans of operation in terms of indicators (which show the

-12-
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Fig. 1 -c. The basic process by which decision-makers choose the preferred

course of action.
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benefits and effects derived) and financial factors (which

measure the costs).

4,Fi.gmre I-D 'shows the basic EPPB System flow in more detail.

There are two kinds of input data -- forecasts and status data.

Forecasts are made of future enrollment levels by grade level --

early childhood, elementary, secondary, etc. Also, forecasts are

made of anticipated revenues.

The status of the school district is determined principally

by an analysis of the past year's operation. An analysis of the

expenditures is performed. These expenditures will have been

collected by the normal accounting procedure and recorded by

expenditure category. In order to facilitate planning it is

desirable to aggregate costs by programs and projects. A program

or project is simply a classification of activities which is

useful to the decision-makers in planning. The typical budget is

organized to provide control over the expenditure of money rather

than to facilitate decision-making. To convert the expenditure

categories into the program and project classifications a

crosswalk is used. This is a method of allocating the amounts in

each expenditure category to the program and project categories.

An analysis of the evaluations of the results of last year's

programs and projects and an examination of present indicator

levels is also undertaken. Data for the status report are

derived from financial and other operational reports and from

achievement and performance tests administered to the pupils.

-1 4-
4
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These data and information are then used to produce the base

case. The base case is a projection of indicator levels, costs

and manpower requirements, and a determination of financial

feasibilAy under the assumption that no new planning decisions

will be made for the next five-year period. Previous policies

remain in force and programs and projects will continue as

planned the previous year. The output of the base case

computations, which will be illustrated below, provide a baseline

of the operations of the school district. Additions to and

subtractions from this baseline will be made for the purpose of

examining various alternatives for improving the operation of the

school district. The data in the base cese along with the-

relevant environmental data and information are interpreted to

the board by means of the Status Report.

At this point the board and superintendent define the

objectives of the school district. Specifically, they determine

what new problems face the school district and what new

objectives and indicators should be established. Data for the

new indicators are prepared. The decision-makers set desired

levels for all indicators -- levels which they would like to

attain in the next five years. This of course defines the gaps

the difference between the desired and the predicted levels in

the base case. They then set priorities in terms of these gaps,

i.e., which are the most important to close. Also at this time

the board and ,superintendent establish certain constraints within

-16-



which improvements must be made. For example, they might limit

the rate at which building construction can proceed. All of

these decisions are reflected in the Policy Report.

Next, members of the school district staff., are given the

task of designing projects which will help attain some of the

objectives -- close the indicator gaps.

At this point the distinction between programs and projects

can be sharpened. In the EPPB System the school district is

viewed as having two kinds of activities for convenience in

planning. One kind is called a program, such as elementary

education or health services. Programs are sets of continuing

activities which have long been established and which will

continue unless some specific actions are taken to reduce or

change them. It is necessary to forecast the results of these

programs, but it is assumed that, except as noted below, they are

continuous. New activities are called projects. A project may

become continuous and, hence, become an additidal program or it

may be of limited duration. It may be_innovative or traditional.

It is singled out as a project primarily because management

wishes to keep track of its costs, operational progress, and its

influence on indicators. Thus, most improvements in the school

district that are required to close the indicator gaps are

brought about by designing specific projects. These may be

remedial projects dealing directly with pupils, in-service

-17-



projects for staff improvementleor projects for business support

activities.

After the projects have been designed, the process of

selection begins. EPPBS now truly enters the planning stage.

The same kind of computational procedures used for the base case

are repeated except that new projects in various combinations are

added. Some of the projects might have negative quantities so

that these cause reductions in existing programs or in previously

approved projects. A combination of projects is called a project

set. A project set combined with the existing programs forms a

plan. The impact of this plan over the five-year period is

forecast to give estimates of indicator levels and the

expenditure and manpower requirements. The financial feasibility

of the plan is examined in terms of the anticipated revenues.

Thus, a number of plans are produced and examined -- some of

which cost more and some less but each has a different

consequence on the indicators. From among these plans a

preferred plan is chosen -- the one which is financially feasible

and which increases the high priority indicators as much as

possible. This plan is described in the Plan Report. From this

information the annual budget is prepared for approval.



1tY steE§_inth2.BEELEYEIIM

A detailed examination of the key steps in the EPPB System

is developed in the following sections of this paper.

Enrollment Forecasting

The entire pin for a school district must be based on a

reasonably sound estimate of the enrollment by grade level over

the five-year 'planning period. EPPBS contains an enrollment

forecasting computer program to assist in making this estimate.

The basic principle of the forecasting program is illustrated in

Figure I-E. Factors are derived from a historical study which

are utilized in measuring the reduction in population in a static

area. This is represented by the dashed curve. Increases in

school age population are assumed to be largely result from new

housing. Therefore, a second set of factors is derived for the

enrollment forecast, estimates of housing that will be

constructed over the next five-year period are secured. These

are deduced from past trends and other information concerning

future housing construction. The combination of these two

factors gives an estimate of population by age. This estimate is

then converted into enrollment by grade using another set of

factors which give age distribution by grade level.

-19-
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1.

Revenue Forecasting

The procedure for estimating revenues varies with the source

and the information and data available on the source. The main

sources, property taxes and state subsidies, are calculated in

the main EPPBS cost estimating computer program. Property taxes

are estimated by first forecasting future property market values

and future assessment ratios. Often thi is done by assuming a

linear trend. Then revenues are computed by applying the tax

rate to the property value and adjusting for non-collections and

other miscellaneous factors. State subsidies are calculated

according to the current rules unless there is some specific

reason to believe the rules will be changed. Other revenues are

estimated on a special basis by the planning staff.

Crosswalk

Planning is performed on the basis of programs and projects

in FPPBS. These are the categories by which various costs are

accumulated. In most school districts, costs are accumulated

according to expenditure categories, such as salaries and

materials. The latter accounting procedure has been established_

because of fiduciary concerns, i.e., insuring that ndL

unauthorized experAitures are made. The program and project

categories are designed to facilitate planning and are not

designed to aid in fiduciary control.

-21--



Therefore, it is necessary to translate the costs which have

been accumulated by the normal accounting system into:thekprogram

and project categories. This can be done inthree,i4ays:

1. It can be done on an ad hoc basis every t.me a

particular program or expenditure is studied. This

could be very time consuming.

2. The entire accounting system can be changed so that all

expenditures are coded byilArogram or project as well as

by account number. This ultimately is the best method

of keeping track of program and project expenditures,

but it requires the expensive step of redesigning the

accounting system and, probably, going to a computer-
.

based system to handle the added data processing.

3. Use of a crosswalk to translate account costs into

program and project costs at the start of the planning

effort. It is the best compromise if one wishes to use

the planning system quickly. However, it does require

some subjective judgment, and, hence, there is room for

error.

Figure IF shows a typical crosswalk. On the left are the

standard expenditure, accounts and the amount accumulated in each.

Across the top are the various program categories. (Projects are

not shown on the Figure.) The problem is to allocate the

expenditure account costs to the various programs. In some cases

this can be done by means of a numerical procedure. For example,

o r
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salaries can be fully allocated to various instructional programs

according to the assigned position of each teacher or by

proportion, i.e., computer personnel whose salary costs are

prorated between Comprehensive Planning and Instructional

Support. The latter procedure is, obviously, more difficult.

Theoretically this latter procedure should be based on a careful

accounting of the time which computer personnel spend in various

activities. However, for the purposes of planning, estimates can

be made according to the judgment of personnel familiar with the

work schedules of the computer personnel.

Base Case

After all of the input data has been gathered, enrollment

and revenue estimates made, and the crosswalk prepared, the nxt

step in the EPPB System is to compute the base case. The base

case is a forecast of what will happen if the school district

continues to operate for the next five-year period according to

the decisions made last year.,, All projects which were operating

or planned for initiation during last year's five-year period and

all programs are included in the base case. The base case

computations produce seeral reports: (1) estimate of the costs

of operations; (2) estimate of manpower requiredik (3) estimates

of the indicator levels that will be obtained with the programs

and projects as they are presently operating; (4) estimate of the

anticipated revenue; and (5) a determination of the financial
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feasibility of the base case set of programs and projects. Thus,

the base case serves as a baseline for planning. Planning will

consist of determining what to add or subtract from the base case

in order to more nearly attain the objectives of the school

district.

The development of the EPPB System is based on the adoption

of a particular form of planning. There are basically three

planning approaches that could be utilized:

1. Incremental expenditures - the plan is derived by

adding or subtracting the expenditures to each budget

account. This is the, normal method by which budgets

are prepared. Each organizational sub-division adds

(rarely does it subtract) some amount to its salary,

materials, equipment, travel, and other accounts. The

sum of these increments is computed. the budget

looks too high, arbitrary cuts are made, normally from

the increments and not from the current level of

expenditures. The difficulty with this kind of

planning is that it is not related to the objectives of

the school district.

2. "Start - from - scratch" planning - this is the kind of

planning implied by theoreticians. They say that each

year one starts as if there was no prior plan and,

hence, no prior commitments. Therefore, planning

consists of considering and selecting only those new

-25-



combinations of activities that would best accomplish

the objectives of the school district. This kind of

planning would be suitable if one could truly evaluate

the cost of stopping existing combinations of

activities and starting new ones, i.e., transition

costs. There is, of course, a significant cost in

changing any combination of activities: for example,

the costs for retraining and recruiting personnel. It

is, however, almost impossible to evaluate these

transition costs. Therefore, EPPBS uses a third method

of planning.

3. Incremental planning by project - in this form of

planning, the base case is the starting point and

projects are added or subtracted. This form of

planning automatically takes into account the value of

continuity, since it uses the base case as a baseline

for planning. It is objective oriented, because the

projects are evaluated on the basis of their relative

contribution to closing the indicator gaps.

In the base case computations, two kinds of' data are

produced: cost forecasts and indicator level forecasts. The

former are calculated by a formal cost estimating model.

Resource input, indicators, such as teachers per 1000 weighted

students, are also calculated. Estimating output indicators,

such as mathematics achievement, is more difficult. Formal

-26-



computation of the output indicator levels would have,to be based

on a valid, quantitative learning theory that is not presently

available. jherefore, in the EPPB System output indicator levels

are estimated subjectively by experts using a carefully

controlled procedure. Every effort is made to eliminate bias due

to political, personal, or financial considerations.

Consequently the experts are placed in a better position to give

their best judgments. These judgments are entered into the

System so'that the output reports for the base case, and later

for the five-year plans, contain complete information, including

all indicator levels. The fact that the computer prints the

performance estimates should not obscure the fact that the levels

are obtained subjectively. %IP

The base case computations produce the outputs shown on

print-out pages 17, 18, 19, 20, 23 and 24. (Three regular size

pages are required to show page 17.) These computations were

performed on the IBM 360/75 at the University of PennsylVania's

Computer Center. With minor changes, the programs will run on

smaller computers, such as the IBM 360/30. The most important

outputs are the extent to which indicator gaps will be closed, as

shown on print-out page 20, anc the overall revenue requirements,

expressed as tax rate increases, as shown on print-out page 24.

Special'base case studies can be made. It is possible to

estimate the cost, revenues and indicator levels under varying

environmental conditions; i.e., different enrollment forecasts,

-27_
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different availabilities of manpower, or different revenue bases.

Various assumptions about future cost factors, such as inflation

rates can also be used. It is also possible to carry out the

planning over a longer planning horizon. Ten-year forecast; have

been made for some school districts in the study.

Policy

In the context of the base case output the decision-makers

must examine existing objectives, make appropriate modifications,

and establish new objectives where necessary. The new set of

objectives constitutes a statement of policy. In particular, the

decision-makers must establish objectives in terms of indicator

gaps. This requires the following:

1. They must review the indicators they are using- to
VI%

determine whether they ,want to add or delete

indicators. Vot every a'pect of the school district

can be represented b indicators, but certainly the

most important ones should be included.

2. The decision-makers then must establish the desired

levels which they wish to attain for each indicator by

the end of the five-year planning period. This means

that the decision-makers must translate community goals

into specific five-year objectives.

3. The decision-makers must establish priorities between

the various indicator gaps. Is it more importai4 to



improve reading achievement or is it mofe important to

reduce the teacher turnover rate? Some ranking of the

indicator gaps is required in order to complete the

planning process.

At this time the deqision-makers must also establish some

constraints on the planning process. They might restrict the

level of possible tax increases because of the local political

situation. They might set practical hiring limits because of the

presumed availability of manpower as the result of supply and

demand factors or limited recruiting resources. They may.also

point our new legal constraints, such as a directive to

accelerate the integration of the staff and the pupils. Of

course, there are also physical constraints that must be

specified, such as the fact that buildings cannot be occupied

before they are built, sand so on.

achieve a given set of objectives

specified constraints.

Accordingly, planning to

takes place within certain

Protect Design

The next step in the OTB System is to
0

design projects-

modifications to the way the school district presently operates

-- which 1411 help the school district attain .its objectives.

Generally, one or more project teams-are assigned the task of

designing a project tp attain particular objective. It is

recognized, however, that when the team has completed the design



of the project several indicators will probably be influenced.

The project design effort should be carried out using "systems

analysis" techniques.

Clarification of the confusion concerning the use of systems

analysis techniques in the planning-programming-budgeting is in

order at this point. Systems analysis is a method for solving

problems. The systems analysis approach was used in designing

the overall EPPB System. This approach is also recommended for

use in designing projects.

The steps'employed in designing projects are as follows:

1. The objective for the project is defined in terms of

the indicator gap and its priority rating both at the

school district and organizational unit level.

2. Alternative methods of attaining the objective are

examined. These alternatives will be suggested because

of research or the experiences of others.

3. Several possible projects may be designed that are

based on the alternatives. Each project is defined by
A

indicating the techniques to be used, manpower

required, space needed, salaries and other costs, and,

where applicable; instructional liburs per pupil.

Preliminary estimates of total cost and resource usage

are made for each project. Estimates are also made

concerning the degree to which each project will attain

the objective.

-38-



4. If one project is clearly the "best", it is selected.

However, if several projects appear to be equally

preferable, then each is retained for consideration in

the planning process. The selection among these

projects will be made during this process.

5. An implementation plan is prepared which involves

detailing the tasks required to implement the project,

viz.., sequence and cost implications.

6. The specific data is prepared for computer input for

all the projects that are to be proposed. (See print-

out page 25 for typical display of project data and

information.)

Planning

The next step in the EPPB System is to select that set of

projects which will do the most for the school district within

the specified constraints. To do this the planner selects a

number of project sets-or combination of projects which he wishes

to examine. A set might include a school addition, new remedial

reading project instructional materials center, and improved

counselling service. The EPPB SyStem then estimates the

indicator 491)changes for each project set and computes the required

added revenues in terms of dollars and increased tax rates.

Figure I-G graphically displays output from the System. The

decision-maker must then make a choice between-the project. sets,



T
I
N
G
 
D
O
N
G
 
S
C
H
O
O
L
 
D
I
S
T
R
I
C
T

F
E
B
.
 
7
 
1
9
6
9

O
P
E
R
A
T
I
O
N
S
 
P
R
1
J
E
C
T
 
A
L
T
E
R
N
A
T
I
V
E
S

P
A
G
E
 
2
5

r
D
E
R
A
T
I
1
N
S
 
P
R
P
J
F
C
T
I
 
A
L
T
E
R
N
A
T
I
V
E
 
N
U
M
B
E
R

1
R
E
A
D
I
N
G

I
M
P
R
O
V
E
M
E
N
T

C
H
A
N
r
*
 
I
N
 
0
R
3
G
R
A
m
-
'
7
:
L
Z
W
:
N
T
A
R
Y
 
I
N
S
T
R
U
C
T
I
O
N

m
A
N
P
O
m
E
R

Y
1

Y
2

Y
3

Y
4

Y
5

T
E
A
C
H
E
R
S

E
L
F
m
E
N
T
A
F
Y

1
.
0
0

1
.
0
0

1
1
.
0
0

1
.
0
0

1
.
0
0

C
O
S
T
S

Y
1

Y
2

S
A
L
A
R
Y

1
3
0
0
0
.
0
0

1
0
7
0
0
.
0
0

Y
3

1
1
4
4
8
.
9
8

Y
4

1
2
2
5
0
.
4
0

Y
5

1
3
1
0
7
.
9
2

N
O
N
-
S
A
L
A
R
Y

0
.
0

0
.
0

C
A
P
I
T
A
L
 
1
U
T
L
A
Y

0
.
0

0
.
0

0
.
0

0
.
0

0
.
0

0
.
0

0
.
0

0
.
0

T
O
T
A
L
 
A
R
O
V
F

1
0
0
0
0
.
0
0

1
0
7
0
0
.
0
0

1
1
4
4
8
.
9
8

1
2
2
5
0
.
4
0

1
3
1
0
7
.
9
2

C
H
A
N
G
E
 
I
N
 
P
R
O
G
R
A
M
 
-
 
I
N
S
T
R
U
C
T
I
O
N
A
L
 
S
U
P
P
O
R
T
 
S
E
R
.

m
A
N
I
N
N
F
R

Y
1

Y
2

Y
3

Y
4

Y
5

P
R
I
N
C
I
P
A
L
S

0
.
0

0
.
0

0
.
0

0
.
0

0
:
0

I
N
S
T
R
U
C
T
I
O
N
A
L
 
S
P
E
C
I
A
L
I
S
T
S

3
.
0
0

3
.
0
0

3
.
0
0

3
.
0
0

3
.
0
0

C
L
E
R
I
C
A
L
 
P
E
R
S
O
N
N
E
L

0
.
0

0
.
0

0
.
0

0
.
0

0
.
0

C
O
S
T
S

T
I

Y
2

Y
3

Y
4

,
Y
5

S
A
L
A
R
Y

1
8
0
0
0
.
0
0

1
9
2
5
9
.
9
9

2
0
6
0
8
.
1
6

2
2
0
5
0
.
7
3

2
3
5
9
4
.
2
5

N
O
N
-
S
A
L
A
R
Y

0
.
0

.
0
.
0
,

0
.
0

0
.
0

0
.
0

m
A
T
L
S
.
,
S
U
P
P
S
.
o
L
I
9
.
8
K
S
.

3
3
0
0
.
0
0

3
0
9
0
.
0
0

3
0
8
3
.
0
0

3
2
7
8
.
0
0

3
3
7
6
.
0
0

C
A
P
I
T
A
L
 
O
U
T
L
A
Y

1
2
0
3
0
.
0
0

0
.
0

0
.
0

0
.
0

0
.
0

T
O
T
A
L
 
A
B
O
V
E

3
3
0
0
0
0
0
0

2
2
3
4
9
.
9
9

2
3
6
9
1
.
1
6

2
5
3
2
8
.
7
3

2
6
9
7
0
.
2
5

I
N
D
I
C
A
T
O
R
 
C
H
A
N
G
E
S

Y
1

Y
2

Y
3

Y
4

Y
5

-1
O
.

0
.
0

0
.
0

0
.
0

0
.
0

P
R
O
F
.
 
S
T
A
F
F
 
T
U
R
N
O
V
E
R
 
(
P
C
T
.
1

0
.
0

0
.
0

0
.
0

0
.
0

0
.
0

P
R
O
F
.
 
S
T
A
F
F
 
M
A
 
C
R
 
M
O
R
E
 
(
P
C
T
.
,

0
.
5
0

0
.
5
0

0
.
5
0

0
.
5
0

0
.
5
0

P
C
T
.
,
G
R
A
)
.
 
C
L
A
S
S
 
A
T
T
E
N
D
 
P
H
S
E

0
.
0

0
.
0

0
.
0

0
.
0

0
.
0

D
R
O
P
O
U
T
S
 
P
C
I
.
 
E
N
R
O
L
L
M
E
N
T

0
.
0

0
.
0

0
.
0

0
.
0

0
.
0

L
A
N
G
U
A
G
E
 
A
C
H
I
E
V
E
M
E
N
T

0
.
1
6

0
.
1
6

0
.
1
6

0
.
1
6

0
.
1
6

M
A
T
H
E
M
A
T
I
C
S
 
A
C
H
I
E
V
E
M
E
N
T

0
.
1
2

0
.
1
2

0
.
1
2

0
.
1
2

0
.
1
2



i.e., balancing the added costs against the gains indicated by

changes in indicator levels.

Typically, project sets fall into the pattern shown in

;Figure I-G. It is assumed that some overall priority weighting

of the indicators can be used as an overall measure of the

relative "goodness" of a plan, although this is not necessary.

Some project sets produce hi\her benefits and cost more. The

project sets which producWthe most benefit within a given cost

range are the 94/y ones considered. These are the ones that lie

along the line called the efficient frontier. The choice among

these efficient sets is a judgment of the planner and decision-

makers. The most suitable set and, hence, the one chosen,

occupies the most favorable position on the efficient frontier

and does not exceed the constraint of "maximum feasible tax rate

increase°.

Establishing the Annual Budget

After a group of preferred projects has been selected for

implementation, the entire results of the planning process must

be translated into an operating budget for the next year. There

are three general methods of doing this -- Figure I-H illustrates

these methods. In Method 1, the planning data is used

intuitively by the budget makers to produce the next year's

budget. This budget is then recrosswalked into the program

categories. The result of this budget crosswalk and the plan are
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compared. There may be dif erencesasince the budget preparati8

may have misinterpret d some of the planning implications.

Adjustments are made to either the plan or the budget until the

tplan and budget are in agreement. The budget is then prepared.

This method was first used with the EPPB System.

Method 2, the one now recommended for use with the EPPBS,

depends upon the assumption that new projects can be planned at

the level of detail of expenditure accounts. The proceduie is to

first prepare a year-one budget under the assumption that no new

decisions are made, that is, a no-change or continuation budget.

The no-change budget is then crossWilked to estimate year one's

costs. Planning then proceeds as usual -- producing the new

projects which are described at a detailed cost level. The

project data for year one can then be added to the no-change

budget to obtain the total year one budget.

It is possible with Method 3 to convert directly from a plan

to a budget. However, this method requires some special data

which is not handled by the EPPB System. In order to accomplish

th ocess it would be necessary to ca'rry- the expenditure

account data ithin each program and project category and within

each budget category. If this is done, then the translation from

the plan to the budget can be made directly. Since the data

system required is complex, it will be some time before school

districts can implement such a data system for the purpose of

utilizing this method.
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Sumwary

t..
4

The main benefit of the EPPB System is that it provides a

school district with a clearcut way of establishing budgets

which: (1) relate activities directly to district objectiVes

and,. presumably, community goals and (2) ensure that .projects

undertaken in Any year are a logical part of a long-range,

comprehensive plan directed toward further improvement in the
a*"

educationdi process. The System is completely defined by ,a

series of manuals. All necessary foris, procedures and computer

programs are available. A training program has been developed to

assist in acquainting potential' users of the System with .ts

elements and procedures.

In developing the Planning System for the New Jersey

Division of Vocational Education we have not been.bound by the

framework of the EPPBS. Obviously there are significant

differences in the management problems facing a major state

agency that both operates and funds programs, and a school

district. The increase in complexity over the school district

system has bcen enormous. Thus, the chapter that follows

discusses the vocational educational setting and, within that

cortext, the need for an integrated comprehensive planning

system.

a
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Chapter II

THE SETTING - NEW JERSEY DIVISION OF VOCATIONAL EDUCATION

0

Vocational Education in the Nation

Vocational education is one of this nation's most neglected

educational missions. Until recent years, moreover, attention-to

that mission was entirely sporadic, uncertain, and generally

unrelated to regional economic problems and individual

aspirations. Since the passage of the Vocational Education Act

of 1963, and the Amendments :of 1968, vocational and occupational

training has been recognized as a matter of national concern.

Yet the emphasis and resource priority given to vocational

education, as compared - for instance - with that of higher,

education,gstill.raises value questions about the basis for

assessing our national educational requirements. Whatever

measure of educational need is employed - demand from potential

students, return on societal investment, or manpower requirements

in the public and private sector - the benefits from allocating

resources to vocational education can be convincingly

demonstrated.

Yet, though Federal funds have been available for vocational

education since 1917, non-professional education had been

supplementary, confined to a limited range of programs, and
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directed at limited economic benefits. Oral, in recent years has

this concern been expanded to embrace the potential personal

aspirations - adult literacy, citizenship training, enrichment

and`self improvement - and need for occupational training among

an increasingly significant proportion of our total national and

urban population.

Much of this lag in recognizing vocational educational needs

stems from the difference in the student selection process. At

the elementary and secondary levels the American system of

education recognizes an absolute obligation to accept . all

children regardless of condition and circumstances. In higher

education our very survival as a nation continues to blp viewed as

inextricably linked to accepting all secondary students whose

prior educational attainments indicate the capacity to benefit

from further studies. This demand fok higher education is

further fortified by the ability and/or willingness of

substantial segments of our o ulation to bear the economic

burden of college education fo their children.

By comparison with basic al#1 higher education, the demand or

need for vocational and technical education is far more

amorphous. Demands for basic an university education are

presented in unequivocal terms by a segmen f our population

capable of pressing its demands on public officials; the need is

manifested in specific terms and does not require extensive

governmental effort to determine it, though forecasting of future

demand is required. In contrast, vocational education requires
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government in effect to recruit its clients; it is neither

compulsory or predictable from what has occurred in the past. An

"effort must be made both to measure the existing interests of

people in further occupational. education and to provide those

lacking work objectives with guidance on emerging manpower

requirements in the total economy. Vocational education; at the

state level in particular, therefore requires a combination of

educational and human resource planning. Thus management of

vocational education presents a further dimension of complexity

beyond the admittedly difficult problems of basic and clig-tbr

education;'

Pressures on the management of vocational education are

further compounded by the absence of an integrated national

manpower policy that provides systematic information. to

unemployed ad-ilder-employed persons, leading to retraining and

even relocation. Below the national level, however, it is

transparently obvious that states and communities would rather

import employers than export active members'of the labor force.

Thus, moving beyond the human dimensions and aspirations of an

increasingly large segment of our population (much of it located

in urban areas), we can recognize the essentially competitive

economic ingredient in state vocational education programs.

To summarize, vocational education as a field in American

public education has unique management problems, both in arriving

at objectives and overcoming some crucial restraints on programs:
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1. The selection-in process or demand for vocational,

education - and those adults who influence it - is far

lipmore amorphous than that for basic and higher

education;

2. Vocational educational agencies, 'under existing Federal

law, have an obligation to discern both existing

interests and demand for occupational training and to

attempt to modify that "demand" based on some perceived

understanding of the manpower requirements of the

regional or state economy;

3. Vocational educational. agencies bear much of what

appears to be a popular dissatisfaction resulting from

the lack of an integrated national manpower policy;

4. As various "emergency" training eaorts directed toward

disadvantaged segments of our urban population

proliferate, State vocational education agencies will

face major management problems in coordination and in

effective allocation of funds;

5. State vocational educational programs must, in

,conjunction with local educational agencies, serve the

needs of its citizens while contributing to maintenance

of the economic viability and growth of that state in

competition with other states.

These factors constitute some of the major management

dilemmas facing the vocational education program of the State of

New Jersey.
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1

Vocational Education in the State of New Jersey

The Economic Context

That New _Jersey is a highly industrialized state requires no

documentation. As such the prosperity and economic well being of

the State turns in part on its ability (1) to offer existing

industries a source of competent manpower and (2) to attract new

industries by the presence of manpower possessing particular
4.4

occupational orientations and skills. One obvious economic goal

is prevention of'industrial exodus and the concomitant attraction

of corporate facilities. Attaining a favorable domestic balance

of industrial presence requires both superior vocational training

and perceptive anticipation of major technological shifts within

the economy at large.

The vital economic ingredient in vocational education

programs can be equally well stated from the viewpoint of the

individual. For the many individual citizens of New Jersey that

concern is unemployment. To quote a publication of the Division

of Vocational Education entitled "New Windows on Learning" -

Z

Massive unemployment in the midst

of burgeoning economic opportunities

is the gloomy prediction... Many jobs
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are going to people brought at great

expense from elsewhere - while our own

people are often adding their names to

the welfare roles.

Economists give a specific name to this type of unemployment, and

that is "structural unemployment". It is no exaggeration to

claim that treating structural unemployment will represent the

major domestic economic issue of the seventies; lessening such

unemployment may well be the prime goal of vocational education.

As opposed to cyclical or periodic unemployment, which

results from drops in demand and thus spending, structural

unemployment stems from an inflexible supply of productive

resources, particularly manpower. This leads to precisely the

condition which the New Jersey Master Plan Committees have

anticipated, that is, significant unemployment occurring

simultaneously, with and geographically coincident to substantial

-labor shortages. Expressed simply, the question is how can the

times be good, and labor conditions so bad. Cyclical is the

demand, structural the supply side of the unemployment equation.

Cyclical unemployment has tra Tonally been a Federal government

concern; the degree o structural unemployment can be seen,

however, as requiring a response by state and local training

agencies. As Wilbur R. Thompson's "A Preface to Urban Economics"

(Baltimore, Maryland: The John Hopkins Press, 1965) states at p.

207,
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The treatment of structural unemploy-

ment clearly requires a reconversion

of the labor supply through retraining

and relocation programs to fit changing

patterns of occupational, industrial,

and spatial demand.

The prime concern of vocational programs is with the supply

side. Balancing individual vocational interests with the

employment options of resident employers is best accomplished at

the state-local level. The last assertion, however, is more than

truism. The complicated, and frequently strained, relationship

between the unemployed and labor-short employer requires a

comprehending, locally-aware influence to mediate. A totally

integrated state-wide vocational educational program is one of

the most probable mediating influences. An essential component

of such a program is adult literacy training, which makes other

training possible. Without such a program, unemployment may co-

exist quite easily with unfilled jobs.

Concern with this economic goal of vocational education,

i.e., the need to offer the private sector a continuing and

flexible source of competent manpower, is suggested by reports

and interviews within the Division. The Curriculum and Programs

Subcommittee of the Master Plan Study groups begins its report by

citing the "urgent need for expanded vocational and technical

education programs to provide occupational training for both
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youth and adults in order to meet the demands of modern industry

and business. ..". 4Perhaps the single best economic indicator,

suggested by the Assistant Commissioner, is actual positions

filled, though obtaining the necessary information through

follow-up studies may be an expensive evaluation procedure.

There are two important consequences for the Planning System

in stressing the economic objectives of a vocational educatioh

effort: (1) specific indicators must be formulated in terms of

economic objectives and data must be obtained (a) in order-to

establish the current level of these indicators and (b) to permit

estimates of a future level assuming no change in policies; (2)

a considerable expenditure of resources may be involved in making

or acquiring input forecasts, projections, estimates, or

predictions concerning the economrof New Jersey.

Despite the emphasis placed on the legitimate economic

objectives of a state vocational technical program, this by no

means implies that the Division is preoccupied solely with the

economic or manpower aspects of vocational education. Concern

with the human and social needs to be served is abundantly

present in those activities of the Division which are

specifically concerned with personal enrichment and citizenship

training.

Emphasis on the individual and the objective of vocational

programs in assisting people to achieve higher levels of

vocational attainment is also clearly revealed in the Statement

prepared by the Philosophy and Objectives Study Area Committee.



The Subcommittee characterizes vor c oational education as that part
«

of the total educational program which helps individuals to

define and work toward occupational objectives".

While it is self evident that a State such as New Jersey,

with specific economic goals and aspirations, must be mindful of

the economic-manpower considerations in vocational education

planning, the Division is aware of a far broader range of

responsibilities and, in the context of this planning system, of

possible objectives derived from these responsibilities.

Questions related to this point will be examined further in our

discussion of forecasts in Chapter III.

Evaluation of the Division and the Planning Function

The present Assistant Commissioner of the Division of

Vocational Education entered the post at precisely the time when

vocational efforts in the nation were taking an entirely new, and

better funded direction. In January, 1965 when the present

Assistant Commissioner assumed direction of the Division, the

impact of the Vocational Education Act of 1963 was just being

felt on state administration of -vocational programs. Shifting

emphases brought new complexity to the management of the

Division. From the limited program orientation under the Smith-

Hughes and George-Barden Acts was emerging new concern with

construction of facilities, research, and program evaluation and

administration. Beginning in 1965 a greatly expanded and far

more integrated response was contemplated, with emphasis on
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expanding enrollments, faciliites, and teachers. New

construction was facilitated by a 1967 New Jersey Act providing --

for area vocational-technical schools.

With passage of the Vocational Education Amendments of 1968

(Public Law 90-576) further resources and a firmer .mandate for

performance fell to the states. However the problems of
'A

management, and particularly coordination, had become

exponentially more complex from 1963-1968 with the proliferation

of Federal, local, and private efforts at vocational training.

Thus the 1968 amendments required a review of possible

duplication, and - almost assuming that some was inevitable -

reports on the extent of such duplication. While we may regard

a certain amount of waste as inevitable in a democracy, the

obligation of those managing state vocational education programs

was and is to filter out the maximum amount of duplication.

In this era of rising interest in vocational education and

its expanded program and management responsibilities, the

necessity of viewing developments over a longer period has led to

several planning efforts in New Jersey. The most extensive of

these was the work of the Study Area Committees fora Master Plan

of Vocational Education in New Jersey through 1980. Viewing the

7- vocational education program from the perspectives of philosophy

and objectives, research and evaluation, curriculum ankprograms,

facilities, finance, guidance and personnel service, teacher

needs and preparation, organization-administration-leadership,

and public information, these committees produced a body of
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material highly relevant to building the elements and ingredients

of the planning system contemplated by this report. As may be

inevitable with sub-committees formed to study a particular

subject, implementing the totality of recommendations would have

required an enormous expenditure of resources. Thus a Plan for

Action summarizing and selecting among these recommendations was

prepared by the Division staff. In the development of the full

Planning System the Division could use to advantage the ample

factual and philosophical discussions contained in this excellent

series of reports.

In sum, within a short period of five years the Division of

Vocational Education has been confronted with a virtual

revolution in purposes and considerable growth in the resources

to achieve those purposes. During this period the policy-making

personnel in the Division have been pressed slmply to administer

the emerging revenue sources in such a manner as to meet Federal,

requirements and keep the dollar flow between Federal-state-local

educational agencies moving.

The following section is an attempt to characterize the

decision-making processes, information systems, and financial

management systems as they presently exist in the Division.

Considering the divergency among the bureaus within the Division

and among the programs administered by these bureaus, general

statements on organizational and management dimensions are always

tenuous. Yet these notions are central to the discussion of the

perceived need for a planning system which conclude this chapter,
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and to the general design considerations which are explained in

Chapter III.

General Examination of x st Decis o -Maki Processes,

Information Systems, and Financial Management Systems
4

ti

Since early September, 1969 the operations and activities of

the Division and the entire7ocational program have been

reviewed. Interviews havd been conducted with Division staff,

focusing on application prOcesses and funding decisions.. In

addition, (1) statembnts of Division policies and procedures, (2)

reports of the Committees on the Master Plan for. Vocational

Education, (3) the three-part state plan for P. L. 90-576, (4)

the comprehensive list of forms used within the Department, (5)

relevant cooperative agreements between the Division and a

variety of public and private agencies, (6) all federal statutes

under which the Division operates, and (7) pertinent financial

and budgetary doduments have been reviewed. As an example,

considerable attention was given to the application process now

being employed for P. L. 90-576 and an illustrative computer aid

was designed to assist in this review and selection process.

Our fundamental purpose has been to understand the decisions

made within the Division, without assuming that these decisions

could be accommodated within the EPPB System or that they

required some pre-determined computer hardware. Nor were

decisions treated abstractly in an attempt to identify the full
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range of force'S bearing on the official making the decision. Our

focus has been on resource allocation decisions and the

dimensions over which such decisions are made. Resource

decisions were examined in each of the bureaus to assure that the

generalized planning system incorporated, aS nearly as possible,

all the relevant components of each bureau's practices.

Decision-Making Processes. This description of Division

decision-making relates solely to issues of programs and the

funding of programs; decisions on other matters such as

administrative procedures and the content of these decisions, have

not been considered. Decision-making in the Division may be

characterized as (1) revenue source specific, (2) diffused

through several levels of the organization - including the

Assista t Commissioner, bureaus, offices, and program units and

(3) reactive to application processes and local educational

.a.Qecies.

Decision-making within the Division of Vocational Education

is first revenue source specific, that is, decisions are largely

made in the context of a particular revenue source. The funding

is quite complex, which reinforces this tendency to make

deicisons in the context of single revenue sources. In the body

of our recommended planning system we have identified six

continuing Federal sources which provide funds for the Division:

(1) Vocational Education Amendments of 1968 (Act 90-576), (2)

Civil Defense Education Act of 1950, (3) Manpower and Development

and Training Act Amendments of 1969, (4) Social Security Act
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Amendments of 1967 (WIN), (5) Adult Basic Education Amendments of

1966, Act 89-750, and (6) Veterans Administration. On the State

side are the Division budget and a variety of grants-in-aid. In

addition there are a small group of non-continuing Federal

sources, such as the Economic Development Act which fund special

projects run by the Division. These are discussed in

considerable detail in the explanation of the General Design of

the planning system.

Generically we can identify four types of revenue allocation

and project selection decisions: (1) allocation of Federal funds

and State categorical grants to specific local educational-

agencies; (2) allocation of Federal funds to state agency

operations; (3) allocation of funds to State operations; and (4)

allocation of non-categorical State grants-in-aid across LEA and

State programs and projects.

The point being made here is simply tliat decisions

concerning the allocation of resources to local educational

agencies, state-operated facilities, construction projects, and

other program delivery agencies are now being considered one

source at a time. As a result the conclusion of our analysis was

that the individual revenue source was the unit around which

planning should take place.

In the process of our analysis several alternative units

were examined; (1) the bureaus and other organizational

separations within the Division, (2) traditional programs such as

health occupations, distributive education,,and industrial arts,
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(3) geographic or areal divisions of the State, and '(4) even

clients served; But in view of the prevalence of application and

grant processes and the highly varied time periods over which the

administration of vocational grants occurs, creatin4'a system of

Division-wide planning seemed possible only by using each single

revenue source as a unit of analysis. And only by understanding

planning for the individual revenue sources could the higher

level planning system for the Division.be developed.

The second characteristic - the relatively diffused nature

of the decision-making - is in part a result of the diverse

resionsibilities in deciding on instruction and construction

projects. Where an associate state director or bureau head has

the sole responsibility for a single revenue source, decision-

making is less diffused. Howe'ver, several directors or bureau

operations are commonly involved in resource allocation

decisions, thus creating a further reason for a higher level

planning system.

The Division"" application process for P. L. 90-576 -

including the flow diagram of the application evaluation process,

the criteria for evaluating project proposal, the guidelines for

such applications, and factors entering the final selection

decision - provides a good example. In reaching a decision on

projects to be funded, both the merit of the application and the

merit of the local educational agency, (the last in terms of such

factors as drop-out rates and unemployment) were considered.

Moreover the considerat...on of the applications, though under
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Ancillary Services, required participation from program personnel

in several bureaus.

The Assistant Commissioner of Vocational Education exercises

control over the policies of each of the major branches and

individual bureau of th Division. But, in part because of the

diffused nature of decision-making, this control does not emanate

from previously established and enunciated Division-wide policy;

the control seems to stem from immediate preferences for certain

activities of that bureau or program unit for the next fiscal

year.

A final, and somewhat more limited, characteristic of the

Division's decision- making' on resource applications is the

tendency to be reactive to application processes and to the

requests of local educational agencies and othet\' grant seekers.

No matter how careful the screening process in making grants, the

combination of programs and projects ultimately funded may not be

meeting the needs of the State of New Jersey as defined by the

Division of Vocational Education. This is not to suggest that

the totally centralized approach, whereby some, states simply

decide the dimensions of the programs and fund without benefit of

local applications, is desirable. The point is that if a state,

as' part of its planning process and through its policy-making

boards does establish certain objectives (and priorities among

these objectives), achieving those objectives becomes the
r.

paramount goal of operating officials; if these objectives cannot

be met by some manipulation of the funding requests that are
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forwarded to the Division, then the state agency should have the

option of promoting and soliciting additional instructional and

construction projects to accomplish the objectives. Such an

option is built into the planning system as formulated.

Information Systems. Inadequacies in the information

system, according to Division officials, constitute a major

weakness in its administration. The information system of the

Division fundamentally serves to meet formal and informal

reporting requirements of Federal, state, and private sources of

funds, and to permit evaluations of the effect of vocational

education programs. With the increase in the number of revenue

sources both reporting and evaluative requirements have vastly

expanded.

Before describing some of the flaws in the existing

information system it is important to emphasize the close

relationship between information and program evaluation systems.

Total evaluation of state vocational education programs requires

an information system that supplies data about program results;

a continuing determination as to whether the information system

is contributing data useful for evaluation, and the presentation

of data required in a format that assists in the evaluation. The

description of the "Vocational Education Information System"

prepared by the Federal Electric Corporation concludes that with

such a system "current nationwide quantitative and qualitative

analysis can be made and the results used to revise and expand

training programs ...". Information systems must provide all the
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data needed for evaluation; yet if information is being produced

that is not used in the Division's evaluation or in the review

and evaluaiton decisions of other agencies to which data is

reported, then some revision is necessary. Information and

ev Th,tion systems are inseparable.

Division officials characterized the present data gathering

process and instruments as rigid and requiring overhaul,

particularly in eliminating requests for data that was not used

in Division decision-making. Other "criticisms included the

following: (1) informal requests for information from other

levels of government that required collection and aggregation of

data in a manner different from the formal reporting requirements

were extremely difficult to meet; (2) the system is solely

oriented to reporting program dimensions and not to producing

information
4

on which forecasts of future conditions and program

parameters could be based; (3) maintenance of the reporting

system as representing by existing forms requires an

extraordinary effort; and (4) in general, the expenditure of

energy required to locate, aggregate; and organize information is

so extensive for all the above purposes that it discouragep key

evaluation questions from being raised.

Division officials also recognized a distinction between

information which passes from local educational agencies and

other units to Federal or foundation sources of funds, and that

information which the Division employs for evaluation, control,

and as a basis for related management decisions. A data
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collection system to meet both requirements is recommended by the

Division's officials in the Plan for Action; the Plan proposes

that improvement "...be achieved by (1) conversion to automatic

data processing and (2) the establishment and development of a

planning, programming, and budgeting system." This discussiOn

recognizes that an information system can only appropriately be

developed in conjunction with a total planning system and not on

the basis of gathering data for some vague notion of what may

conceivably be relevant to all possible future decisions.

With this background, certain preliminary judgments can be

made on the extent to which the Division's information system

provides data for decision-making; in the context of the Planning

System presented in Chapter I these decisions should include

development of forecasts and program evaluation as to whether key

objectives expressed by indicators are being achieved. Problems

exist in the current information system on both these dimensions

and include the following:

-there are real computational difficulties in utilizing the

information now available from a variety of reporting and

application requirements. The format in which much of this

information is available does not facilitate analysis or

understanding and requires manipulation and representation.

Again, the "Illustrative Computer Aid to Vocational

Education Application Review and Selection Procedure" is an

example of a tool to overcome some computational questions

in the P.L. 90-576 application process; however this
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difficulty is by no means confined to this single revenue

source.

-the Bureaus within the Division currently acquire much

information which is not uniform and/or compatible across

revenue sources; to move toward a comprehensive integrated

Division planning system will require definite change in

this situation.

-at present there is only a loose connection between the

Division's management objectives for each revenue source and

the information gathered on program performance.

-the existing information system for almost all present

revenue sources permits only sequential attention as opposed

to simultaneous consideration of constraints and objectives.

-there is a lack of information concerning the impact of

vocational programs on local educational agencies staff and

space needs, again with no total view cutting across

sources.

The present information system, in summary, is adequate to

meet the formal Federal reporting requirements but has

deficiencies in responding to significant informal requests and,

most critically, in providing the basis for an evaluation system

for state vocational education.

Financial Management. Financial management is treated in an

extremely narrow sense in this discussion. The concern is with

the structure of the financial decisions and how these decisions

relate to planning, not with traditional financial control
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functions. Inter and intra governmental fiscal transfers and the

latitudes left for Division decisions are the center of

attention, not the requirements of financial reporting and record

keeping. Thus the Planning System 'presently contemplates no

changes in any aspect of financial management and control

practices, with the present timing of planning for existing

revenue sources being accepted as given in the discussion of the

Planning System in Chapters III and IV.

In this limited context certain statements concerning

Division financial management can be made. First, the tivision

is involved with management of a considerable number of

continuing and non-continuing sources of funds (several have been

mentioned above, all sources are presented in Chapter III);

second, the degree of control exercised over the use of funds

varies considerably according to the basic law of each funding

source; and third, where the Division administers the law, as

with P.L. 90-576, it decides the content of the program, but

there are numerous instances where the basic deFisions about

clients and areas to be served are made by other governmental

agencies, though the subsequent management and operations are

handled by the Division. The crucial question for each revenue

source, then, is the extent to which the Division controls the

content of decisions concerning the use of funds for various

revenue sources.

As noted above, the control over financial transfers to

local educational agencies is virtually complete in the
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Vocational. Education Act. But there are a variety of other

arrangements. Manpower Development Training Act (MDTA) and Work

Incentive Program (WIN) funding decisions are made principally

in the New Jersey State Departments of Labor and Industry and

Welfare. While the Division of Vocitional Educatidh maintains

the record of grants and supervises the operation of programs

funded from these sources, decisions about which New Jersey

counties will be served, which manpower programs will be

supported, and related matters are decided by the other State

agencies. Another instance is the categorical grants ,made

through Adult and Continuing Education which are on a

reimbursement basis, where the reimbursement or state grant is

automatic with no deci'tion options; programs run on this basis

include adult literacy, foreign born residency, and supervisory

costs for adult vocational technical education.

Certain additional tendencies do exist in the financial

management of the Division which require brief mention. Foremost

is the tendency to separate the planning of the Division budget

and grants-in-aid from the planning of the activities connected

with Federal revenue sources. And given the uncertainties

associated with both Federal and State revenues, there is also

the inevitable result that planning of expenditures must take

place without knowledge of the funding situation.

Basically the financial management system, with its numerous

Federal reporting and financial requirements, acts as a clear

constraint on the Planning System in two regards: (1) as noted
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above, the timing of the planning for each revenue source is

dictated by the vagaries of financing, and (2) financial and

program responsibilities around a particular revenue source are

often split between'the Division and other Federal or state

agencies, making forecasts and other aspects of planning

problematic. In developing the Planning System for the Division

these constraints have been accepted, though some modification in

administrative practices might be considered in its

implementation.

The Need for Developing and Implementing a

Vocational Educatiorial_Planning System

Before undertaking the development of a comprehensive

planning system for any public o4r private activity it is entirely

legitimate to ask - is there a need andidoes that need merit the

investment required? In a governmental prom ;.xm like vocational

education there is an entirelTpaturall tendency to channel new

financial resources directly into programs for the immediate

benefit of the considerable range of potential clients. But the

crucial question remains, what will be achieved by these

programs, and why is planning required? The answer has both an

external and internal response, the first a matter of the place

of State vocational training efforts among other manpower

training efforts, and the second whether that program or programs
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is contributing to the achievement of objectives established by

the Division.

External Factbrs bearing on the Need. A national shift in

priority given to vocational and occupational training has

occurred during the 1960's. Emphasis on the disadvantaged as

clients and on the urban areas as having unmet vocational needs

has introduced a critical management dimension. The economic and
).

emotional over Ines of the service have broug \t a web of often

conflicting efforts from Federal agencies, busine and corporate

activity, unions, non-governmental anti-poverty efforts, and

state-sponsored or financed vocational training. Duplication,

overlapping, and unproductive expenditures are clearl a concern,

but at this level eliminating such waste of resource becomes

exceedingly complex, involving both intergovernmental an public-

private questions.

Yet there is a requirement for comprehe7bive anpower

services, and for overall direction of an unwield regation of

programs. Such efforts as CAMPS - the Cooperat Area Manpower

Training System - can help to bring so order out of this

confusion. But a fully operational planning system for state

vocational education could also have,a highly beneficial tendency

toward program coordination. The pressure for vocational

education is sufficiently great that it would be foolish to argue

that a unified thrust should be achieved at the cost of

eliminating programs of training, from whatever source. No one

argues, motfbver, that the range of programs provided by the New
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Jersey Division of Vocational Education, despite increased and

increasing resources, could accommodate the total demand for

vocational education even recognizing that the demand is not

unilateral and can be influenced by governmental policy.

How then could the state plan serve to facilitate

intergovernmental and interagency vocational planning, thus

getting at duplication of effort? By making operational a

planning system, the Div.:1 Jon of Vocational Education can readily

identify those objectives which it expects to achieve over a

given period of time; the ,Division can also indicate other

objectives which it believes to be legitimate but has not been

able to fund because of revenue, personnel, space or other

constraints. There is no requirement that other Federal or

private agencies would have to accept the objectives and

priorities formulated by the Division, but only that they

recognize the commitment of the State to achieve certain

specified objectives. These agencies would not then undertake

training in the same occupational field unless (1) the State

objective was for various reason's understated or (2) interim

reviews suggested that the State would not achieve the objective

within the present allocation of resources and could not commit
loeA

anything further to the project.

Let us use the health occupations as an example. Assume

that the Assistant Commissioner and The State Board of Education

have agreed that the primary objective for the coming two years

is to produce a defined number of paramedical and health
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personnel and have them available for employment in March-July,

1972. (The objective would have been derived from an

occupational requirements forecast predicting such shortages as

to cause a high priority rating for this effort.) The staff of

the Division would examine all revenue sources in their annual

planning cycle to determine which could contribute to filling the

objective of say, 1350 health occupations personnel in various

skill categories. Since health occupations and paramedical

personnel would be given top priority we can assume that the

Division would have sufficient funding resources. For the .sake'

of the example let us also assume that the Division would receive

sufficient applications for funding that were designed to train

personnel in the health occupations field. (Under the

recommended Planning System if there were insufficient

applications, the Division would promote them.)

With the applications funded, the Division could disseminate

its New Jersey State Plan, indicating, that among other

objectives, the training of the 1350 health personnel would be

accomplished prior to July, 1972. When made available to other

agencies contemplating occupational and manpower training, they

would have a basis for investing in a training effort not

contemplated by the Division's Plan unless such agencies had a

rationale for feeling that (1) the 1350 underestimated the actual

need for health professions personnel, (2) the programs funded

would not produce the necessary personnel, or (3) the demand

among the potential clients for health training was so great as
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to merit providing the education despite potential placement

problems.

Thus a comprehensive, integrated State planning system for

vocational education is necessary in order to coordinate state-

administered vocational education efforts with other continuing,

non-continuing, and emergency vocational education programs such

as the Job Corps, anti-poverty efforts, regional manpower

systems, other Federal manpower activities, union

apprenticeships, and an assortment of private groups.

Duplication, overlapping of responsibilities, and associated

waste must be eliminated not because it is waste per se, but

because the opportunity is thereby lost to invest resources in

the training of other people much in need of this training.

Eliminating external duplication of effort is a far more

difficult job than monitoring the Division's own funded programs

to assure that overlapping does not occur.

Internal Factors bearing on the Need. The need for a total

planning system rests broadly on two overall factors, first the

necessity of continual compliance with a variety of planning,

programming, and budgeting requirements in the basic law of each

revenue source funded or administered by the Division, and second

the vital importance of a total Division-wide policy to manage

the complex decision-making processes, information system, and

financial management aspects of vocational education resources.

Compliance with Federal and state legal requirements is

self-explanatory. Yet when compliance involves assuring that a
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certain proportion of funds be direct'.: to the needs of

particular client groups, the strain on planning and management

practices is considerable - particularly if combinations of

applications are tested as to compliance with client constraints.

When geographical considerations, the merit (on economic

dimensions) of various local educational agencies, and 'avoidance

of duplication are added to client-recipient considerations, the

computational advantages in an automated planning system are

enormous. These advantages are further compounded when current

practices are an outgrowth of an earlier era of limited programs

And funding.

The importance of a Division-wide policy is established by

all the considerations outlined above which suggest how

inordinately complex the management of vocational education

programs has become, given expanding resources both for

vocational education and other manpower training efforts.

Aspects of this complexity include (1) the multiplicity of

continuing and non-continuing revenue sources, (2) the fatt that

the management of a single revenue source may involve numerous

bureaus below the Associate State Directors of Instructional

Services, Administrative Services, and Ancillary Services, (3)

the broad range of activity, and client types, (4) the

responsibility of responding both to local educational agencies

as part of application processes and to Federal and state

agencies in administering various revenue sources, (5) the

critical difficulty of developing an information system which
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will serve the entire Division for both reporting and program

evaluation, (6) the varying time periods over which revenue

sources are planned and operated, (7) the need to forecast

changing client needs, client location, and skill requirements

throughout the State and in particular areas, and (8) achieving

management continuity by explicitly stating the priorities and

assumptions under which the Division, the Associate Directors,

and Bureaus have been operating. This complexity also results

from the way management is perceived, that is, the shifting

orientation of the Division, under the present Assistant

Commissioner, from the single dimension of program growth to the

multi-dimensional concerns of program evaluation, trade-offs

between programs, and long range planning.

In sum, a planning system is required to proyide continuous,

comprehensive, and integrated management within the Division:

continuous because a planning system would replace the

intermittent examination of single revenue sources with periodic

reviews of overall Division policy; comprehensive because the

planning system would embrace all revenue sources managed or

administered by the Division; and integrated because the planning

system procedures would permit examination of each revenue source

in the context of all activities designed to achieve Division-

wide objectives.
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Chapter III

GENERAL DESIGN CONSIDERATIONS

The A. in strative Decision-Makin Process of the Division

The decision-making or decisioning process of the Division

involves several distinct but interrelated types of decisions.

First, strategic or planning decisions must be made regarding the

objectives of the Division or changes in these objectives; the

resources required to obtain these objectives; and the policies

that are to govern the acquisition, use and disposition of these

resources. Second, management decisions must be made to assure

that the resources are obtained and used effectively and

efficiently in the accomplishment of the Division's objectives.

Third, operations decisions must be made to assure that specific

tasks are carried out of and efficiently.

The planning decisioning process is future oriented, that

is, it is concerned with connecting present decisions to the
*

attainment of desiied future objectives. This process, ideally,

embraces all resources involved in the attainment of these

objectives. To put it an9ther way, the process strives for

comprehensiveness and is means-ends oriented. Therefore, the

planning decisioning process not only requires past and present

data, but also is dependent upon techniques that will forecast

-75--



the future based on these data. In addition to forecast

procedures the planning process also make's extensive use of

analytical procedures for diagnosing whether or not a problem

exists and what may be the probable cause of that problem. Data

used in the latter analysis are gathered through the use of

formalized monitoring and evaluation procedures.

The process of making management decisions involves the

programming of approved objectives in terms of specific programs

and projects; the establishment of organization units to carry

out the approved programs and projects; the staffing of these

units; and the procurement of necessary resources. The decisions

are generally spread over the entire fiscal year. They can also

be found in that portion of the planning process that deals with

the design of programs and projects. Ideally, management

decisions form the link between the objectives made in the

planning process and the programs and projects undertaken by the

Division. The management decisioning process also requires the

use of past and present data and the ability to analyze these

data and make forecasts of the future. The analytical and

forecast techniques employed in the management decisioning

process, however, differ from the related techniques employed in

the planning process and, hence, have their own specific data

requirements.

Because the operation decisioning process is primarily

concerned with assuring that specific tasks are carried out

effectively and efficiently, the decisions growing out of the
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process tend to predominate during the day-to-d.y operations of

the Division. These decisions are concerned with such things as

monitoring and evaluating programs and projects, professional and

non-professional position controls, restrictions on transfer of

monies, and so on. The purpose of these decisions is to assure

adherence to predetermined standards and to assure propriety in

the use of assigned resources. The operation decisioning

process, as in the case with the two previously discussed

processes, also utilizes past and present data. These data are

gathered through the use of formalized monitoring and evaluation

procedures. The data gathered during the operation decisioning

process provide important inputs to the planning and management

processes.

The Vocational Education Planning System outlined in this

report is primarily concerned with the planning decisioning

process and only secondarily concerned with the management

decisioning and operation decisioning processes. The latter two

processes are dealt with when they are inextricably interwoven

with an element of the Planning System. The Planning System will

contain data and information files and related report generation

procedures, forecast procedures, indicators, and planning

procedures.
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The Need and the Proposed Planning System

As stated in Chapter II, the Division of Vocational

Education requires a- continuous,-comprehensive, and integrated

planning system -- a system that embodies the best of proven

modern management techniques: The Division is currently

administering a highly complex, broad-guaged program, that is
0

funded from eight continuing revenue sources and innumerable non-

continuing or special revenue sources. Each of these sources

requires its own planning cycle. Decisions concerning, the

one'allo64tions of revenue from on esource are frequently

inextricably related to past and future allocation decisions tof

other revenue sources. The press of time and the amount of

administrative detail required to complete each revenue source

planning cycle creates a situation in which resource allocation

decisions are made without the benefit of sufficient data or

adequate analysis.

The Vocational Education Planning System proposed in this

report will provide a formalized, sequential process that will

function continuously throughout the Division's fifteen month

planning cycle. This process will provide the framework within

which the decisions concerning a specific revenue source can be

made within the context of the total operation of the Division.

The results of the evaluations of previously approved programs

and projects will be utilized in the planning process. The

backbone of the planning process will be the indicators -- the
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main link between the evaluation of the Division's operation and

the planning decisions concerning changes in these operations.

A series of formalized forecast procedures will also be provided.

The forecast, evaluation and planning procedures and the use of

indicators will be dependent on the development of an effective

data and information base and its related report generation i

procedures. This data base and the report generating capability

will also be useful in management and operation control

functions. The abii144 to satisfy the internal and external

information requests outside the planning process will be greatly

enhanced.

Multi-year plans and, where necessary, annual budgets will

be produced for each revenue source by the Planning System during

each planning cycle. In addition to these plans, comprehensive

multi-year plans will be available for the entire DiVision at

periodic intervals during the Division's planning cycle. The

information and data in these plans will flow into the Department

of Education's Planning-Programming-Budgeting System. Policy

decisions made at the Department level will be communicated to

the Division where appropriate changel. will be made in the

Division's plans. These changes, in turn, will be relayed back

to the Department for use in its planning process. Thus, many

links will be formed between the planning system of the Division

and the planning system of the Department.
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Revenue Sou ces ct t es and Financial Constraints

One of the major specifications established by the Assistant

Commissioner for the Vocational Education Planning System was the

requirement that the Planning System be capable of handling .the

planning for all continuing and non-continuing revenue sources.

For this reason a careful study was made of the revenue sources

administered wholly or in part by the Division. This-study lead

to an examination of the activity types funded by each revenue

source, and the financial constraints associated with these

sources. The results of this study are contained in this

section.

Revenue Source

The revenue sources controlled by the Division art deriveT

from Federal, State and local tax sources as well as from private

profit and non-profit organizations. The following- federal

sources are used to fund continuing operations of the Division:

1. Vocational Education Amendments of 1968 (Act 90-576),

2. Civil Defense Education Act of 1950,

3. Manpower Development and Training Act Amendments of

1969,

4. Social Security Act Amendments of 1967 (WIN),

5. Adult Basic Education Act Amendments of 1966 (Act 89-

750), and

6. Veterans Administration.
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Federal sources are also used to fund special projects of the

Division. These sources when used in this manner are considered

as non-continuing sources of revenue. Some of these sources are:

1. Vocational Education Act Amendments of 1968, Title II,

2. Economic Opportunity Act -- ',Residential Manpower

Center,

3. Economic Development Act --,Noroject COED,

4. Economic Development Act -- SEED Projects,

5. U. S. Public Health Service (PL-90-174) -- new careers

in helth, and

6. Vocational Act Amendment of 1968 -- funds to support

the development of a preliminary design. for a New

Jersey Vocational Educati n Planning System.

The State provides a number of-g-iantsin-aid to the Division for

the support of various vocational, technical and adult education

programs. These sources are:

1. Vocational Education Basic Grants (Acct. #500-158-801),

2. Work 'Study Program (#500-168-801),

3. Technical Education (Acct. #500-15/-801),

4. General Adult Education -- supervisors (Acct. #500 -163-

5.

801), 4,

Adult Literacy (Acct. #500-163-802),

6. Evening School for Foreign Born (Acct. #500-154-801),

7. Adult Vocational-Technical Education (Acct. #500 -150-

801),

8. Chapter 121, Laws of 1967-1968 and Chapter 13, and
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9. Manpower Development and Training (Acct.

801).

The Division also derives state funds for its operation froth the

allocations approved for its portion of the State Department of

Education's Budget. These monies are utilized to support the

regular operation of the Division and the Department of

Vocational Technical Education at Rutgers, The State University.

Local revenue is derived from two sources: (1) the portion

of the local education agencies' share of the State Basic

Foundation Grant that is to be spent on vocational education. and

#500-169-

(2) the local education agencies' tax effort.

Revenues are also derived from business and industry and

from foundations for special projects.

The Assistant Commissioner of Vocational Education, his

/7
staff (Deputy Assistant Commissioner and the three Associate

State Directors), and the State Vocational Education Advisory

Council are involved in different degrees with the decisions

concerning the allocation of all the above revenue sources.

In summary, the Planning System must aid the allocation of

revenue from all the above revenue sources. Moreover, even

though sources of revenue may be different (Federal, State, or

locale and even though the use of revenue sources may be planned

at different times during the year, the Planning System must

recognize that overlapping activities are funded by different

revenue sources. At several times during the year, a total view
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over the plans for all revenue sources must be achieved to avoid

duplication of effort and to fill in gaps in activity.

Revenue Sources and the Bureaus. The revenue sources

administered by the Division's Bureaus are briefly discussed

below:

1. Bureau of Special Needs and Cooperative Programs

a. Federal revenues -- Vocational Education Act

Amendments of 1968 (Parts B, G and H) and monies

to pay proportion of state administration and

supervision costs.

b. State revenues -- Grants-in-Aid (Basic Grant and

Work Study) and Division Budget.

2. Bureau of Program Service

a. Federal revenues -- Vocational Education Act

Amendments of 1968 (Parts B and F) and monies to

pay proportion of state administration and

supervision costs.

b. State revenues -- Grants-in-Aid (Basic Grant and

Technical Education) and Division Budget.

3. Bureau of Adult and Continuing Education

a. Federal revenues -- Vocational Education Act

Amendments of 1968 (Part B), Adult Basic Education

Act Amendments of 1966 (Parts C,and D), Social

Security Act Amendments of 1967, Civil DefAse

Education Act of 1950, and monies to pay



proportion of state administration and supervision

costs.

b. State revenues -- Grants-in-Aid (Basic Grant,

General Adult Education - Supervisors, Adult

Literacy Program, Foreign Born Residency Program,

and Adult Vocational-Technical Education) and

Division Budget.

4. Bureau of Area Vocational-Technical and Private Trade

and Technical Schools

a. Federal revenues -- Vocational Education Act

Amendments of 1968 (Part B), Veterans

Administration, and monies to pay portion of state

administration and supervision costs.

b. State revenues -- Grants-in-Aid (Basic Grant,

Chapter 121 -- Laws of 1967-68, and Chapter 13)

and Division Budget.

5. Bureau of Management Services

a. Federal revenue -- Monies to pay proportion of

state administration and supervision costs.

b. State revenue -- Division Budget.

6. Bureau of Professional Services

a. Federal revenues -- Vocational Education Act

Amendments of 1966 (Part B) and monies to pay

portion of state administration and supervision

costs.



b. State revenues -- Grants-in-Aid (Basic Grant) and

Division Budget.

7. Bureau of Occupational Research and Development

a. Federal revenues -- Vocational Education Act

Amendments of 1968 - State allotment (Parts B, C

and D), Vocational Education Act Amendments of

1968 - U. S. Office of Education (Parts, C, D and

I), and monies to pay portion of state

administration and supervision costs.

b. State revenues -- Grants-in-Aid (Basic Grant). and

Diviiion Budget.

8. Bureu of Urban Occupational Education and Manpower

Training

a. Federal revenue -- Vocational Education Act

Amendments of 1968, Manpower Development and

Training Act Amendments cf 1969, Social Security

Act Amehdments of 1967, and monies to pay portion

of administraiton and supervision costs.

b. State revenues -- Grants-in-Aid (Basic Grants and

Manpower Development and Training) and Division

Budget.

The eight continuing or major revenue sources administered

by the various Bureaus within the Division are shown on Table

III-A. All eight Bureaus are involved in the administration of

three of the revenue sources -- Division budget, State-Grants-in-

Aid and Vocational Education Act Amendments of 1968. The rest of
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the revenue sources are jointly or separately administered by the

Bureau of Adult and Continuing Education, Bureau of Area

Vocational-Technical and Private Training and Technical Schools,

and Bureau of Urban Occupation Eddcation and Manpower Training.

The Planning System must contain provisions for involving

all Bureaus who share in the administration of a given revenue

source't-0--ihare in its planning. Because a Bureau administers

more than one revenue source, the Planning System must be so

designed that Bureaus can separate their different planning'Ioles

throughout the year. Moerover, at several times during the year,

the Planning Sys06 must also allow each Bureau to obtain a total

view of all the funds from all the revenue sources it

administers.

Special Revenue Sources by Project. In addition to the

continuing revenue sources which are used to support the

continuing operations of the Division, a number of now-continuing

revenue sourcessources are tapped from time to time to support special

projects. The following is a partial listing of these revenue

sources and the projects they support:

1. Economic Opportunity Act -- New Jersey Residential

Manpower Training Center, Project COED, LEA

construction projects;

2. Ford Foundation Grant -- Technology for Children;

3. U. S. Public Health Service (PL-90-174) -- Newark New

Careers in Health;



4. Manpower Development and Training Act Amendments of

1969 -- SEED Projects;

5. Adult Basic Education Act Amendments of 1966 - Project

309; and

6. Multiple revenue funding -- Newark Skills Center.

The Division's operations are subdivided among five

categories of activities: Instruction-General, Instruction-

Occupation, Work Study, Facilities, and Ancillary. The following

is a list of the activity types by category:

1. Instruction-General

a. Elementary - "Awareness of Vocations and World of

Work"

b. Adult - Basic

c. Adult - General

d. Civil Defense Education

e. Occupational Orientation

f. Homemaking and Consumer Education

2. Instruction-Occupation -- this category contains 72

activity types (occupations within levels and within

student types).

a. Student Types -- Regular, Disadvantaged, and

Handicapped
4

b. Level -- Secondary, Post-Secondary and Adult

c. Occupation - Specific -- Agriculture, Office

Occupations, Distribltive Education, Health



Occupations, Vocation-Industrial Occupations,

Technical Education and Home Economics

Occupations.

3. Work Study

4. Facilities

a. Specialized High School

b. General Comprehensive High School

c. Area Vocational-Technical School

d. Skills Center

e. Post-Secondary -- Two Year Colleges and Four Year

Colleges and Universities

f. Residential Center

5. Ancillary

a. Vocational Guidance Counselling and Career

Development

b. Research and Evaluation

c. Teacher Recruitment, Training and Certification

d. Curriculum and Instructional Media Development

e. Program Development, Evaluation, Supervision and

Administration

f. Management and Planning Service -- Division level

g. Information Accumulation and Dissemination

The activity types and the revenue sources that provide

funds for each type are shown on Table III-B. An examination of

this Table reveals that a heavy concentration of activity types

can be found under the following revenue sources: State Grants-
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in-Aid, Vocational Education Act Amendments of 1968, Manpower

Development and Training Act of 1969, Social Security Amendments

of 1967, and Adult Basic Act Amendments of 1966.

The Planning System must accommodate the fact that more than

one revenue source may fund the same activity type. Becau'Se of

this overlap in the funding of activities, the Planning System

must produce a total view across all revenue sources several

times during the planning cycle. Decisions about the use of a

revenue source for activities may then be made in the context of

what other revenue sources will be spending for the same or

different activities.

Financial Constraints

Two kinds of constraints on the operation of the Division

form part of the input to the planning process:

1. Decisions made within the Division by the Assistant

Commissioner and this staff in consultation with the

Bureau heads regArding the establishment of priorities

9,

for the Division and the allocation of its resources to
A

achieve these priorities.

2. Decisions made outside the Division by local education

agencies and 'State , and Federal authorities that

restrict the Division in the establishment of its

priorities and the allocation of its resources to

achieve these priorities.
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These constraints may be "hard" or "soft", i.e., for all

practical purposes some act as constraints while others are more

flexible. These constraints will be specified during the-

. detailed designing of the Planning System. Constraints will be

drawn from such areas as:

1. Statutory and regulatory requirements;

2. Revenue sources;

3. Staff characteristics and availability;

4. Students characteristics;

5. LEA and area characteristics;

6. Plant -- space available; and

7. Availability of supplies, materials and equipment.

The preliminary design work leading up to the writing of

this report, however, has uncovered a number of significant
a

financial constraints relevant to three Federal revenue sources:

Vocational Education Acts Amendments of 1968, Manpower

Development and Training Act Amendments of 1969, and Adult Basic

Education Act Amendments of1966. The following is a list of

these constraints:

1. Vocational Education Act Amendments of 1968

a. Part B

(1) Percent of allotment for vocational education

of a disadvantaged person must be equal to or

greater than 15 percent.

-95-
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(2) Percent of allotment for vocational education

of handicapped persons must be equal to or

greater than 10 percent.

(3) Percent of allotment for post secondary

vocational education must be equal to or

greater than 15 percent.

(4) State and local effort must be maintained.

(5) State and 1oca4 matching must be equal to or

greater than 50 percent.

b. Part C

c.

(1) Matching for State Research Coordinating Unit

(Bureau of Occupational Research and

Development) must be equal to or greater than

25 percent.

(2) State and local matching for other Part C

research project must be equal to or greater

than 10 percent;

:Part D no. project may exceed three years in

duration.

. Part F

(1) PercerA of allotment for consumer and

homemaking education in economically

depressed areas or areas with high rates of

unemployment must be equal to or greater than

33 percent.



(2) State and local matching for projects under

Part F must be equal to or greater than 10

percent through 1972 and 50 percent

thereafter.

e. Part H

(1) State and local effort must be maintained for

work study program expenditures.

(2) State and local matching for students' wages

in work study programs must be equal to or

greater than 20 percent.

2. Manpower Development and Training Act Amendments of

1969 -- Part B

a. Funds for training programs must be allocated on

an areal basis as defined by the State Department

of Labor.

b. Training and work experience programs shall be

carried out wherever possible in Skill Centers.

3. Adult Basic Education Act Amendments of 1966

a. Part C

(1) First priority must be given to programs

providing instruction in speaking, reading,

or writiLg the English language for persons

at or below the fifth grade level of

literacy.



(2) State and local effort for vocational

education related to the purposes of this Act

must be maintained at their present levels.

(3) State and local matching must be equal to or

greater than 10 percent.

b. Part D -- Teacher training grants may not exceed

one year in duration.
OP

The Planning System must incorporate forecasts of possible

future constraint violations so that appropriate decisions may be

taken to conform to the constraints.

Planning, Decision-Making and Rep_ort_Considerations

Planning is a cyclical process. This fPt7t is graphically

illustrated on Chart III-A. The Assistant Commissioner and his

staff establish guidelines in consultation with the Bureau heads.

The personnel of the Bureaus then conduct detailed planning in

accordance with these guidelines. Proposed tentative plans are

then reviewed by the Assistant Commissioner and his staff. If

changes are desired in the plans the Bureaus are directed to make

these changes, adjust the tentative plan, and communicate this

information to the Assistant Commissioner and his staff. The

process continues until a plan has been approved. Because of the

cyclical nature of the planning process, it is imperative that a

formalized set of planning procedures be established for each

continuing revenue source and a set of generalized procedures for
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1.1

GUIDELINES

CHART III-A

PLANNING - A CYCLICAL PROCESS

ASSISTANT COMMISSIONER ESTABLISHES GUIDELINES
IN CONSULTATION WITH BUREAUS AND

REVIEWS TENTATIVE PLAN

{16

BUREAUS CONDUCT DETAILED PLANNING IN
ACCORDANCE WITH GUIDELINES AND

PROPOSE TENTATIVE PLAN

TENTATIVE PLAN



the non-continuing revenue sources. If this is not done the

decisioning and report producing flows will begin to break down.

Timing of Revenue Source Pla nin. C cle
-

The first step etermining the nature and extent of the

planning procedures t t are to be developed for each revenue

source is to establis the timing of the planning cycle for each

source. Table III-C shows this timing for the present fifteen

month Division Planning Cycle. Note that non-continuing revenue

sources have variable planning periods and therefore, are not

shown on this chart. This Division Planning Cycle is graphically

illustrated on Chart III-B. Overlapping occurs among the

individual planning cycles, of the eight continuing revenue

sources. This overlapping, while not serious, must be taken into

consideration in the detailed design of the Planning System for

the Division.

The timing of the required LEA (local evalication agency)

application processes for six continuing revenue sources is shown

on Table III-D. The Civil Defense Education Act of 1950 and the

Veterans. Administration revenue sources .do not require

applications from LEA's. The development of planning procedurei

for revenue sources that permit the filing of LEA applications at

any time will present special problems. Some constraints may

have to be placed on the processing of these applications and

some slippage will inevitably occur in the planning cycles of

some of the revenue sources, particularly in the Manpower
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TABLE III-C
"Ito,

TIMING OF PLANNING PROCESS FOR CONTINUING REVEN ,SOURCESN

&L.

REVENUE SOURCE

PLANNING
PERIOD

FIRST FISCAL YEAR
PLANNED FOR

1. DEPARTMENT BUDGET 5/1/0 9/15/69 FY 71

2. STATE GRANTS-IN-AID 9/1/69 12/15/69 FY 71

3. VOC.-ED. ACT - 1968 AMEND. 10/1/69 - 4/1/70 FY 71

4. CIVIL DEFENSE EDUCATION 12/1/69 CALENDAR YEAR 1970

5. MANPOWER DEVELOPMENT AND
TRAINING ACT - AS AMENDED .1969 2/1/70 - 4/1/70 FY 71

`,"

6. SOCIAL SEC. ACT AMEND. 1967 4/1/70 5/1/70 FY 71

7. ADULT BASIC EDUCATION ACT -
AMENDED 1966 5/1/70 8/1/70 FY 71

8. VETERANS ADMINISTRATION 6/1/70 7/1/70 FY 71

NNON-CONTINUING REVENUE SOURCES HAVE VARIABLE PLANNING PERIODS.
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so

Development and Training Act Aig&inents of 1969 and the Social

Security Act Amendments of 1967. Special consideration will also

be given to the planning procedures concerned with the gathering

of informal estimate of possible applications for the four

continuing Federal revenue sources illown on the table.

Decision-Making

Planning decisions are made for each revenue source, that

is, decisions are made concerning how these revenues shall be

expended and for what purposes. As emphasized throughout. this

chapter and in Chapter II, these decisions must 'be made in the

context of previolls decisions and knowledge of possible future

decisions for all other revenue sources. For example, planning

decisions made during the present planning cycle of the Division

for the Vocational Education Act Amendments of 1968 Revenue

Source will be influenced by the plans developed earlier in the

cycle for the Division Budget and State Grants-in-Aid revenue

sources. The plans of the tther Federal revenue sources are less

important because they were developed during the previous

planning cycle and are, therefore, subject to modification during

the present planning cycle.

Chart III-C shows th'44.interdependency of State and Federal

revenue sources.' , The decisions,,made during the planning cycle

for the Division Budget Revenue Source are' concerned, in part,

with the allocation of State revenue across ancillary activities

partially funded by Federal revenue sources. State Grants-in-Aid
f9 x.y
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Revenue Source planning decisions are concerned with the

allocation of state revenue across activities that are partially

funded by Federal and State revenue resources. Therefore, the

decisions made regarding the two State revenue sources influence

the resource allocation decisions made for the Federal revenue

sources. At the conclusion of the present Division planning

cycle (that portion of the chart enclosed within) the diagonal

lines) the decisions reflected in the plans for the six Federal

revenue sources will influence the decisions made concerning the

plans for the two State revenue sources during the next planning

cycle.

The decisions made for the Federal revenue sources are

concerned with allocating Federal revenue across activity types

by organization level, that is, by state and LEA. Decisions are

also made concerning the allocation of resources within activity

by LEA, by area, and by student characteristics.

The decision-making flow is illustrated on Chart III-D. An

example will suffice to demonstrate how this decision-making flow

operates from level to level. The Assistant Commissioner and his

staff in consultation with the Bureau heads makes a decision

regarding the allocation of resources under Federal Revenue

Source 1. This decision involves the allocation of resources to

instructional programs for disadvantaged students that come under

Activity Type 1. The decision acts as a constraint on Bureau 1

as it reviews LEA instructional applications falling under

Activity Type 1.
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Decisions are made at each decision point (circles on Chart ,

III-D) concerning the relative emphases to be placed at lower

levels in the decisioning process. The Assistant Commissioner

and his staff make planning decisions concerning the relative.

emphasis to be placed, on various client groups, areas, or kevenut

sources. Bureiu heads and their staffs make planning decisions

with respect to the relative emphasis to be placed on activity

types within revenue sources and by activity type in terms of

accepting or rejectihg LEA applications. The types of decisions

and the decision flows have been taken into consideration in. the

general design of the Planning System.

Reports

Two types of reports are necessary to the planning and

decision-making phases -- Decision Point and Level. For example,

the Decision Point Report summarizes (refer to Chart III-D) all

LEA programs under Activity Type 1, of Bureau 1, and of Federal

Revenue Source 1. A Level Report summarizes all activities by

Bureau (Level 3). This is accomplished by adding together all

the decision points at Level 3. The only' meaningful level

reports axe:

1. Bureau -- expenditures, programs and clients served by

Bureau. These reports are necessary because some

Bureaus appear under different revenue sources. For

example, funds from the Vocational Technical Education



Act Amendments of 1968 are utilized by all eight

Bureaus.

2. Activity Type -- expenditures, programs and clients

served by activity type. These reports are necessary

bdcause some activity types appear under different

Bureau's revenue sources. Adult Basic Instruction by

oc..tpation type, guidance, and teacher training,

illustrate this point (refer to Tables III-A and III-
40)
B).

3. LEA -- expenditures, programs and clients jpy specific

LEA'S or LEA types, viz: school district, county

vocational-technical school, area vocational-technical

,

t 01001 I etc.

The information and data files and the report generation

procedures necessary for producing these reports are incorporated

in the proposed Planning System.

Proposed Indicator Types

As indicated in the opening paragraph of this chapter, sound

planning is directed toward those programs and projects which

accomplish the desired objectives, The device for handling

objectives in the Vocational Education Planning System, as in the

EPPB System described in Chapter I, is the indicator.

Three types of indicators are proposed for use with the

Planning System: Social Demand, Process, and Output, Output
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indicators being sub-divided into Manpower Supply and Personal

Enrichment. These indicators are shown on Chart III -E. There

are measures of social demand for specific programs, measures of

resources allocated to or conduct of these programs, and measures

of outputs from these programs, such as the number of students

graduating as trained manpower or as enriched persons. An

indicator must be quantifiable, that is, some definite procedure

must be available which tells what information and data to record

and how to manipulate it so as to produce a number whiCh

represents the indicator.

The Process indicators can be subdivided into three types

that are useful in planning for a specific instructional program.

The types of indicators used are shown on Chart III-F. Input

indicators are measures of the resources allocated to the

program. Process-Quality, indicators are measures of the

performance of the instructional process, that is, the degree to

which a given series of instructional methods and techniques are

successful in terms of professional standards. Output indicators

are measures of student performance. Input and Output

indicators, as in the case of Process-Quality indicators, are

compared to professional standards. These standards'are derived

from an analyses of students needs and characteristics, related

normative data, current'professional practices, and institutional

constraints.

Figure 3A shows typical indicators and illuatrates their

uses. Three indicators are shown. One is a measure of social
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demand -- centage of urban secondary school students (grades

9-12 ).enrolled in catiOnal education". The second indicator is

a' measure of a resource input and provides part of the basis for

examining the level of resources for a specific progiam in terms

of the deiired benefits and effects to be achieved -- "Vocational

students/vocationa4guidance counselor for urban students". The

third indicator measures output which contributes to the measure

of the performance of vocational instructional programs and

guidance counselling' programS for urban students -- "Percentage

of urban secondary school students entering post secondary

vocational programs".

An examination of the output indicator will be useful in

explaining the concepts of present or actual, expected and

desired levels of an indicator as well as the indicator gap. The

present level of the indicator was derived from the survey of the

previous year's graduating class of urban secondary school

students. Of the students formally enrolled in vocational

education at the secondary level, 1,.9 percent entered post

secondary vocational programs. The expected level of the

indicator (2.0 percent) is derived from a formalized procedure

which involves the professional staff of the Division and

consultants and is based on the assumption that no modifications

are to be made in the ptesent set of urban vocational

instructional programs and vocational guidance programs. The

desired level (2.8 percent) is also derived from a similar

formalized process.
l

The desired estimate represents the best
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professional judgment of achievable reality if certain conditions
4

are met, that is, if certain programs are instituted.

The difference between the five-year expected level and the

desired level is called the "gap". The objective is to close the

gap. To put it another way, to undertake programs which will

cause the expected level at some specific point in time to come

as close as possible to the desired level.

Proposed Planning Cycle

Chart III-G shows the pro sed planning cycle for a revenue

source. This cycle is based on the assumption that all

activities associated with the revenue source are to be planned.

during the period of the cycle. The cycle begins with each

Bureau producing a Base Case for its activities under Revenue

Sourcesl.

While the Base Case has been defined in Chapter I, a brief

review of its definition will be useful at this point. The Base

Case is an updated version of the Current Plan for the revenue

source, the Current Plan having been produced during the previous

planning cycle of the Division. 'Updating is necessary because of

changes, such as, enrollment shifts, lack of staff, salary

increases, construction delays, etc. The Base Case contains a

projection of indicator levels and cost, and a determination of

financial feasibility under the assumption that no new planning

decisions will be made over the next multi-year planning horizon.
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1

CHART III-.G

PLANNING CYCLE FOR A REVENUE SOURCE*

4

EACH BUREAU PRODUCES A BASE CASE FOR ITS
ACTIVITIES UNDER REVENUE SOURCE 3.

RETRIEVE BASE CASE OR PLAN FOR ALL OTHER
REVENUE SOURCES DEPENDING ON THEIR MING

PRODUCE TOTAL BASE CASE FOR THE DIVISION
COVERING ALL ACTIVITIES UNDER ALL REVENUE SOURCES

ASSISTANT COIVISSIONER ESTABLISH GUIDELINES IN COI!SULTATION
WITH BUREAUS ACTIVITIES UNDER REVENUE SOURCE 1, TAKING
INTO ACCOUNT COMPLEMENTARY AND SUPPLEMENTARY ACTIVITIES
UNDER ALL OTHER REVENUE SOURCES

BUREAUS CONDUCT DETAIL PLANNING APPLICATIONS
ARE TENTATIVELY ACCEPTED, AM STATE ACTIVITIES
TENTATIVELY PLAIDED BY THE BUREAUS UNDER REVENUE
SOURCE 1 IN ACCORDANCE WITH THE GUIDELINES

EACH BUREAU PRODUCES A TENTATIVE PLAN FOR ITS
ACTIVITIES UNDER ,REVENUE SOURCE I

RETRIEVE BASE CASE OR PLAN FOR ALL OTHER
REVENUE SOURCES DEPENDING ON THEIR TIMING

V
PRODUCE TOTAL TENTATIVE PLAN FOR THE DIVISION
COVERING ALL ACTIVITIES UNDER ALL REVENUE SOURCES

ASSISTANT CO1massIONER AND BUREAUS DETERMINE THE NEED FOR
CHANGING THE GUIDELINES FOR ACTIVITIES UNDER REVENUE
SOURCE 1, TAKING INTO AC COUNT COMPLEMENTARY AND SUPPLEMENTARY
ACT IVITIES UNDER ALL OTHER REVENUE SOURCES

SHOULD THE GUIDELINES FOR ACTIVITIES UNDER
REVENUE OURCE 1 BE CHANGED?

NO

ES
ASSISTANT CO: NIS S IONER IN CONSULTAT ION

WITH BUREAUS RE- ESTABLISHES GUIDELINES
FOR ACTIVITIES UNDER REVENUE SOURCE 1

*ASSUME ALL ACTIVITIES ASSOCIATED WITH REVENUE
SOURCE ARE TO BE PLANNED AT THIS TIME.

TENTATIVE PLAN FOR THE ACTIVITIES
UNDER 'REVENUE SOURCE 1 IS
ADOPTED

BUREAUS ACCEPT APPLICATION AND ADOPT
STATE ACTIVITIES COVERED IN THE PLAN
FOR ,REVENUE SOURCE 1.
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Base Cases or New Plans for all other revenue sources are

retrieved. (Revenue sources that have completed their planning

cycles during the present Division planning cycle provide New

Plans at this ,point.) The Base Cases and New Plans are combine&

to produce ,total Base Case for the Division which covers all

activities under all revenue sources. The total Division Base

Case is reviewed by the Assistant Commissioner and his staff in

consultation with the Bureau heads. The results of this review

are guidelines to be used in the development of a New Plan for

Revenue Source 1. .These guidelines will take into account

complementary, and supplementary activities under all other

revenue sources.

Working within the guidelines the personnel of the
a.

individual Bureaus begin the detailed planning process for

Revenue Source 1. LEA applications are tentatively accepted and

State activities tentatively planned. Each Bureau produces a

Tentative Plan for its activities under Revenue Source 1. Base

Cases or New Plans for all other revenue sources are retrieved.

The Tentative Plan for each Bureau is combined with the Base,

Cases and New Plans for all other revenue sources. Thus,

producing a total Tentative Plan for the Division that rovers all

activities under all revenue sources.

The Tentative Plan is reviewed by the Assistant Commissioner

and his staff in consultation with Bureau heads. The purpose of

this procedure is to determine, the need for changing the

guidelines for ac.ivities under Revenue Source 1, while taking

0.
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into account the compleme tart' and supplementary activities under

all other revenue sourc s. If the decision is made to change the

guidelines for activities under Revenue Source 1, the changes are

communicated back to the Bureaus where the detailed planning

process begins again. If the guidelines are not changed and the

Tentative Plan is accepted, the Bureaus are instructed to accept

applications and adopt State activities covered under the

Tentative Plan (now called the New Plan) for Revenue Source 1,

thus, ending the planning cycle for Revenue Source 1.

Before a discussion can be undertaken concerning , the

application of the proposed planning cycle to the eight

continuing revenue sources, an examination of a hypothetical set

of four revenue sources will be useful. The planning cycles for

four revenue sources is illustrated in Chart III-H and Table III-

E. At the start of the planning for Revenue Source 1, the view

across all of the revenue sources includes Base cases (updated

Current Plans which were developed during the previous planning

cycle) for all revenue sources. The view across the four revenue

sources at the start of the planning for Revenue Source 2 shows
Li

a completed plan for Revenue Source 1 and Revised Base Cases for

N,Olevenue Sources 2, 3 and 4. Revised Base Cases are Base Cases

that reflect minor changes resulting from Revenue Source l's Plan

or no change if the Plan doesn't cause any changes in Revenue

Sources 2, 3 or 4. The planning cycle follows the same pattern

for Revenue Sources 3 and 4. In this example the total view of

the organization's activities over the four revenue sources can
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CHART III -H

PLANNING CYCLE FOR FOUR REVENUE SOURCES

TIME

REVENUE 11
SOURCE

1

BASE PLANNING
CASE PROCESS

REVENUE

SOURCE
2

[ BASE
CASE

BASE
SOURCE CASE

REVENUE

3

REVENUE
SOURCE

4

FY1 (CURRENT FISCAL YEAR)

--.

,IIIREV. PLANNING
BASE PROCESS
rAcF

..______,

BASE

CASE

4

REV.

BASE
CASF

REV.

BASE
CASF

.-.

a<

)1,1REV.

BASE

).-

PLANNING
PROCESS

REV.

BASE
CAsF I

H REV.

BASE
CASE

PLANNING
PROCESS
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be presented at least eight times during the .four planning

cycles. The cyclical character of planning, for the Division is

shown on Chart III-I. The present fifteen month planning cycle

for the Division is shown on the Chart-loetween the diagonal

lines. Note that there is an overlap between two successive

planning cycles. This overlap problem, as in the cases of the

overlap among the individual planning cycles of the revenue'

sources, must be taken into consideration during the detailed

designing of the Vocational Education Planning System.

For ease of explanation, the planning process for each

revenue source is subdivided into two parts -- Base Case Phase

and Alternative Set Phase. The Base Case Phase embraces all

those activities in the planning cycle leading up to and

including the evaluation of the Revised Base Case by the

Assistant Commissioner and his staff in consultation with the

Bureau heads. The Alternative Set Phase embraces all those

activities leading up to the evaluation and final selection of

the New Plan by the Assistant Commissioner and his staff in

consultation with the Bureau heads.

Table III-F' shows a total view of the planning cycles for
ONr.

eight continuing revenue sources. For example, during the Base

Case Phase of the planning cycle for Revenue Source 1 a Revised

Base Case (updated Current Plan) is developed for Revenue Sources

1 through 8. During the Alternative Set Phase of the cycle fok

Revenueburce 1 a New Plan is generated for Revenue Source 1 in

terms of the Revised Base Cases for Revenue Sources 2 through 8.
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The Base Case- Phase,qcthe planning cycle for Revenue Source 2
.1,

begins with a New Plan for Revenue Source 1, and Revised Base

Cases for Revenue Sources 2 through 8. The Alternative Set Phase

concludes with a New Plan for Revenue SourCe 2 which has been

updated in terms of the New Plan for Revenue Source 1 and the

Revised Base Cases for Revenue Sources 3 through 8.

The planning cycles for the balance of the revenue sources

follow a similar pattern, however, note the differences that

occur in certain revenue sources that commence their planning

cycle after the preceding revenue source and conclude their cycle

before the preceding revenue source's cycle is completed. For

example, Revenue Source 7 ,:oncludes its Alternative Set Phase

with a New Plan. This Plan is developed in terms of the New

Plans previously developed for Revenue Sources 1 through 6, not

in terms of a Revised Base Case for Revenue Source 8 but in terms

of a Oiw Plan for this source. Therefore, if the plans developed

under Revenue Source 7 should have an important influence on

those developed under Revenue Source 8, accommodations must be

made in Revenue Source 8's New Plan.

This problem emphasizes the fact that the planning for each

revenue source is accomplished by seeing: (1) the impact of the

activities funded by the revenue source independent of the

activities funded by the other revenue sources and (2) the impact

of all activities funded under all revenue sources. To repeat,

planning for activities under one revenue source must take into
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account complementary and supplementary activities funded "Jay

other revenue sources and, thereby, avoid duplication of effort.

The guidelines incorporated in the planning procedures for

the major revenue sources must take into account factors like the

following: (1) areas -- urban vs. non-urban, high dropout rate

vs. low dropout rate, and high unemployment vs. low unemployment;

(2) client types -- regular, disadvantaged and handicapped; (3)

occupation types -- one occupation type vs. another occupation

type; and (4) instruction vs. ancillary services.

Proposed Report Generation Procedures

LEA and area report generation for any planning cycle is
A

shown on Chart III-J. The report generation procedures will be

used for the Revised Base Case and Alternative Set by revenue

source and for totals across all revenue sources. The report

generation procedures will also be useful at the Division level

for the Assistant Commissioner and his staff and at the Bureau

level for the Bureau heads and their staffs. The grid employed

in the report generatiop procedures will not be fine, but will be

sufficient to meet the basic planning requirements. The

guidelines will probably follow the boundaries of existing school

districts. The reports produced will include both total amounts

and percentages, for example, the following reports will be

generated: (1) total expenditures by school district and by

county, (2) percent of total expenditure by school district and
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I

f.

L

L

L

by county, (3) total expenditures in urban and non-urban areas,

and (4) percent of total expenditures in urban and non-urban

areas. Individual reports will also be generated to cover all

revenue sources.

Indicators and the Planning and Evaluation Process

In the planning system, indicators act as the link between

program evaluation and application review and approval. Chart

III-K illustrates this linkage. Program evaluation gathers

information and data on the success or lack of success of all

presently operating programs and projects. This information is

stored in the Program Evaluation File.

At the start of the planning for next year's program and-

projects., the current status is reviewed by calculating- the

present levels of all indicators. The program evaluation file

provides the information to calculate present indicator levels.

During the planning for the next planning period various sets of

applications for renewed and new programs and projects are

reviewed and evaluated by estimating the expected indicator

levels of each set and comparing the expected indicator levels

with desired indicator levels. The Program Evaluation File

provides part of the information necessary for estimating the

expected indicator levels, that is how successful programs will

effect the estimate of how successful programs will be. Other
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CHART IIIK

USE OF INDICATORS IN APPLICATION REVIEW AND
APPROVAL AND PROGRAM EVALUATION

(PAGE 1 OF 3)
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CHART III -K (CONT'D)

(PAGE 2 OF 3)
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C,

information is found in the file of applications for renewal and

new program and projects.

The objectives of the Wvision can be stated as closing

indicator gaps between expected and desired indicator levels.

The setting of desired and expected indicator levels and the

calculations of indicator gaps under Base Case or Tentative Plan

assumptions are shown in Chart III-L. Different sets of

applications for renewal and new programs and projects will have

different expected indicator levels and different indicator gaps.

The performance of the tasks of setting desired indicator levels

and _estimating expected indicator levels are critical -- upon

their outcome rests, in part, the objectives and decisions

concerning future programs and projects supported and conducted

by the Division.

In the proposed Planning System, the process of setting

desired indicator levels, of estimating expected indicator

levels, and of calculating indicator gaps is multi-level. All

xit!

levels of the Division take part, as shown in Chart III-M. The

desired indicator levels for the total Division are set by the

Assistant Commissioner and his staff. In the context of the

total Division's desired indicator levels, the Assistant

Commissioner and his staff set desired indicator levels for each

revenue source. Continuing downward in the hierarchy, the

Assistant Commissioner, his staff and the bureaus set desired

levels by bureau, by revenue source in the context of desired

indicator levels by revenue source. The desired indicator levels
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are set by activity type, by bureau, by revenue source in the

context of desired indicator levels by bureau, by revenue source.

These desired indicator levels form one of the bases for

accepting or rejecting LEA applications and for designing state

programs.

The upward flow of expected indicator levels through the

hierarchy and calculation of indicator gaps at each level of the

hierarchy closes the loops of the top-down-bottom-up cyclical

planning process. Chart III-L also illustrates how indicator

levels are used to gain a total view across bureaus by revenue

source, access revenue source and across the Division.

Chart III-N is a hypothetical example of the setting of

desired indicator levels downward through the hierarchy. The

indicator used is "Percent expenditures in urban areas". The

Assistant Commissioner and his staff might establish the goal

that 60 percent of the total Division's resources are to be used

in urban areas. Then, in order to pursue this goal, the

Assistant Commissioner and his staff might establish a subgoal of

70 percent of the funds from Revenue Source 1 which 'are to be

used in urban areas. Continuing downward, the Assistant

Commissioner, his staff, and the bureaus might desire that 65

percent of the funds for Revenue Source 1 be administered by

Bureau 2 to be used in urban areas. In the light of this

subgoal, Bureau 1 might desire 73 percent of the funds of Revenue

Source 1 administered by bureau 2 for Activity Type 2 to be used

in urban areas. These guidelines are an important input to
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Bureau 2s decisions concerning the acceptance and rejection of

LEA applications i4nd the design of state programs to be funded

under Activity Type 2 of Revenue Source 1.

The Planning System will produce information on present

indicator levels and expected, indicator levels as a benchwork for

the setting of desired indicator levels at all levels in the.

hierarchy. Charts III-L and III-M illustrate this relationship

between present, expected, and desired indicator levels. In this

way, the Planning System dynamically promotes improved objectives

while keeping sight of the feasibility of objectives.

Input Forecasts and Projections

Introduction

From the material on input forecasts presented in Chapter I

it should be clear that enrollment forecasts are of crucial

importance in the workings of the EPPB System. Though revenue

forecasts are of obvious significance, experience has shown us

that for school districts and regional service units nothing will

distort the results achieved to the same degree as errors in

forecasts of the student population. Thus the EPPB System as

designed provides a relatively sophisticated technique for making

multi-year enrollment forecasts, even though such forecasts are

annually reevaluated. WhUe the literature and techniques for

revenue forecasts were examined as part of the design of the

EPPBS, the level of sophistication employed is left, however, to
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the decision of the educational administrator directly involved.

For the fact is that sophisticated forecasts, estimates, and

projections can only be achieved at considerable expense both in

terms of the design of basic methodology and data acquisition.

In the design of the EPPBS a decision was made, in effect, that

only for enrollments was the cost of developing a new methodology

for forecasting merited.

. For several reasons, pleas for sophisticated projections and

forecasts are in many instances misdirected. Developers of

complex models for accomplishing a variety of forecasts, normally

economic, have often been unable to demonstrate the superiority

of complicated techniques. over simpler "methods employed by

experienced subject matter specialists. And cost considerations

are not to be ignored. Where a forecasting model (the

nehtodology) must be developed entirely from scratch with little

available help from secondary sources, the cost, in contrast to

the beneifts of an incremental improvement in the quality of

forecasts, will frequently be prohibitive. Similar

considerations apply to the data. The distinction is often made

between "hard" and "soft data", with every right-thinking

educator and social scientist seeking the reliable and valid

"hard" data. Yet planning and budgeting systems frequently use

softer data when the effort involved in obtaining more reliable

numbers cannot be supported.

The importance of the methodologies and data employed must

therefore be considered in the conte f the total planning
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system. There may be some instances where the forecasts are so

critical that if reliable projections cannot be obtained the

attempt to plan should be dismissed; such instances will be rare,

however, and in most circumstances the tendency will be to

identify those forecasts that are particularly crucial to the

total planning system, and concentrate effort on these estimates.

The central thrust of these comments is that the need for

better forecasting -. any policy dimension must be justified, not

assumed. Several general elements or requirements should be

contained in such analysis: (1) a substantial range of programs

and level of fiscal resources should be involved; (2) the

availability of generalized models for the type of projections

being considered, that is, models that could be modified,

replicated,-or adapted for use; (3) the existence of and ready

access to necessary data and information, presented at the

appropriate levels of aggregation, with continuous availability

for future years; and (4) an identifiable benefit from the

improved forecasts and the initial investment required to obtain

them, such as substantially better resource allocation decisions,

availability of staff time for other projects, and integration of

the forecasts into a total planning system.

For reasons that will be indicated later, the conclusion

here is that vocational education as a policy area can well

justify greater attention to forecasting efforts, with particular

emphasis on manpower and occupational projections. The specific

elements of justification noted above, (1) range of programs and
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resources, (2) availability of models and methodology, (3)

availability of data and information, and (4) recognizable

benefit, will be reexamined as part of the discussion of manpower

and economic forecasts.

Other forecasts required by the Planning System discussed

here include population, client and recipient groups, staff and

space requirements, and revenues. Discussion of forecasts in

these areas will be brief, recognizing that only a research study

directed toward the implementation of the Planning System, and

involving personnel of the Division of Vocational Education,, can
A

make the required decisions on variables, methodology, and data.

Population and Client and Recipient Groups

Development of population forecasts, including

characteristics predicted as being associated with a certain

proportion of the total population, is a complicating and

exacting task. To date the Division has relied on a number of

secondary sources for the overall projections, with data on the

characteristics associated with vocational education needs being

developed internally. This pattern of activity should continue

with some analysis of alternative methods of arriving at the size

of potential client and recipient groups.

Total state population projections for any given state will

normally be available from a number of sources,ADoth national and

those developed by demographic consultants to the state or its

individual departments. Much confusion in state and departmental
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planning can be eliminated if agreement can be reached for all

state agencies, or at least within individual departments, on a

single population series. There of course may be circumstances

where a division or bureau or department may not be willing to

place reliance on the population projections developed by the

higher level unit, but these differences should either be worked

out in the preparation stages or expressed in terms of a range

with high-low estimates.

A few technical points require mention here. Though'

forecasts, esUmates, and projections are being used

interchangeably in this discussion, there are, of course,

distinctions between these terms in (1) the number of years for

which figures are sought, (2) the basis for the figures, and (3)

the policy assumptions involved. Some would employ the term

forecast only for figures that extend beyond 'a five year period

and which have predictive value, with numbers in the remaining

category being termed projections. Further, projections can be

distinguished by those that are based on what has occurred in the

past and what can be called judgmental projections, that is,

projections presented in alternatives illustrative of the

carrying out of a set of assumptions.

In all instances, however, someone must make a judgment as

to the validity of the numbers obtained, whatever method is

employed. It is precisely this judgment that will not be

attempted here; such judgments are always premature if not

predicated on careful analysis of the methodology and data
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employed, neither of which has been possible as part of this

design effort.

Returning to the presently available population and client

or student forecasts, we find both forecasts and accumulations of

past data on which projectiOns can be based. The work of S.

David Winans, cited in Commissioner Carl L. Marburger's budget

presentation, provides a departmental forecast of population

through 1985, with projected enrollments to the fall of 1987-88.

The Department of Conservation and Economic Development provides

several publications on population questions - age groups,

characteristics, estimates, and trends - which, when current, can

provide a base for projections incorporating a variety of

assumptions about future growth.

The Division of Vocational Education State Plan for

Vocational Education Part II - Long Range Program Plan Provisions

presents an analysis of population characteristics relating to

vocational education needs. Figures are included from the latest

available data for 1968, estimates of 1970, and projections of

1974 population figures for general population, school enrollment

vocational education enrollment, dropouts, unemployment, nubmers

of disadvantaged, handicapped, working women, and private

vocational-technical school enrollment. Clearly the figures

obtained from the 1970 ,Census will provide a new base for

reconsideration and reforecasts of all demographic, variables.

Client and recipient groups (potential students) which the

Planning System must forecast, include regular, handicapped
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(mental and physical), and disadvantaged (social, illiterate,

requiring retraining). Forecasts will also be developed for

drop-outs, unemployed, and foreign born. Several publications of

the Department of Education, by the Division itself and the

Office of Statistical Services,, provides base data 'on which a

projection series could be based.

In general, projections based on an assumption that any
O

group will represent a certain proportion of some total future

population will provide a base figure. Modifications in this

figure will stem from judgments on phenomena related to, that

group, e.g., a rash of birth defects in a given base year should

be reflected in year five of a total state plan for vocational

education. The Division's current method of dealing with these

projections are indicated in its 1968 publication, "Population

Characteristics and Vocational Education Needs". Whether any

change in present methods for any of these client

required depends in part on their predictive value in

and the consequences for the total planning sy4tem

falling outside a certain range of estimates.

Individual studies and reports concerning the

groups is

the past

of errors

dropout

pattern (Office of Statistical Services), unemployment and the

foreign born are available from reports of Federal and state

agencies.
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Manpower and Occupational Forecasting_in the Vocational

Education Setting

Justification. The key assertion here is that manpower

forecasts are of such particular relevance for vocational

educational planning that considerable attention should be given

to such forecasts in the development and implementation of a full

planning system for the Division of Vocational Education. This

position can be supported using the four requirements that seem

relevant in justifying a significant expenditure of effort on

forecasting considerations.

First as to resources, passage of the Vocational Education

Act of 1963 and the 1968 amendments vastly expanded the program

coverage and fiscal support for vocational and occupational

training in the United States., Current and prospective funding

levels are of sufficient dimensions to merit greater attention to

projections of demand (future manpower requirements) and supply

(educational and other socio-economic characteristics of the

population to be served) aspects of occupational forecasting.

As to the current ;state of forecasting models, there are a

variety of well-developed methodologies for making general

manpower projections that will assist in vocational' educational

planning. Several studies will be reviewed in the following

section. Of these, the work of the National Center for Education

Statistics of the Department of Health, Education and Welfare

toward techniques for projecting vocational education

requirements at the state and area level is the most directly
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relevant. Even though there may be missing pieces for complete

state and regional projections, numerous inquiries can be made to

provide usable and transferable models and methodologies.

Availability of data aggregated by state, regional (intra-

state), and county units frequently will determine the selection

of a model. Data normally will come from other Federal and state

government units, since independent data gathering is

prohibitively expensive. Major national sources of data will be

cited in the material to follow. In formulating a planning

system there are two major options with respect to data for

forecasts: data availability can be viewed as a constraint

resulting, for instance, in neglect of areal dimensions that

break across county lines; or the need for different aggregations

may be seen as controlling and an effort made to persuade groups

gathering statistics to provide the necessary information.

In the context of a state vocational education program there

is one dominant identifiable benefit in superior manpower

forecasting - that is to enhance the competitive position of the

state for economic development. For a highly industrialized

state such as New Jersey, failure to anticipate structural

unemployment, as explained in Chapter II, could have grave

economic consequences. Forecasts of labor shortages will be as

crucial to vocational educational efforts as any other aspect of

program development.

To turn to some additional substantive justifications for

manpower planning, the fact is that vocational-technical
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education planning involves elements of bf,th human resource and

more traditional educational planning. This relationship is

depicted in Chart III-0. If human resource planning is concerned

with the economic productivity of individuals and educational

planning with the availability and quality of educational

services the link is in vocational educational planning. Here

goals related to the training of individuals for productive

participation in the economy are evaluated in conjunction with

the goals of individuals specifically seeking vocational-

technical skills. For general educational planning some notion

of the future structure of the labor force is appropriate since

instructional policy involves some guess concerning the impact of

economic developments on employment; for vocational educational

planning, however, some fairly definitive estimates of future

labor force composition in terms of personnel needed by specific

occupational qualifications is required.1

Major Methodological Alternatives for Developing state and

Area Manpower Pro-jections. Because of the importance attached to

manpower forecasts (among the total number of forecasts required

by the Planning System), the methodologies employed by several

leading manpower studies are here reviewed. In practice, state

vocational education divisions are frequently found as sponsors

of economic research on manpower problems.

Manpower studies selected and reviewed as representing

leading efforts in the field include the following: (1) the four

volume study entitled "Tomorrow's Manpower Needs" published by
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the U. S. Department of Labor, particularly Volume I - Developing

Area Manpower Projections; (2) The Michigan Manpower Study

prepared by the Battelle Institute for several Michigan state

agencies including the Division of Vocational Education; (3) a

report on Vocational Technical and Continuing Education in

Pennsylvania with particular reference to Chapter V, "Supply and

Demand of Manpower in Pennsylvania"; (4) one of a series of

reports on manpower in Pennsylvania prepared by the Bureau of

Economic and Business Research of Temple University; (5) reports

on forecasts and models in educational planning developed by the

Organization for Economic Co-operation and Development, and most

relevant (6) a paper entitled "Occupation Education Requirements

Analysis" dealing specifically with vocational education

requirements at the state level, prepared by the National Center

for Educational Statistics of the U. S. Office of Education.

What will be attempted is a brief descriptive review of the

methodology employed separating the treatment of demand and

supply manpower projections.

"Tomorrow's Manpower Needsa prepared by the Bureau of Labor

Statistics, Department of Labor the most extensive source

available both for national projections on industry employment,

occupational structure, occupational employment, and for

explaining the use of these national manpower data in arriving at

parallel state and area projections. As suggested by its title,

Volume I of this series is totally devoted to methodology for

projecting both demand and supply aspects of national manpower
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data. Framed so as to be of "assistance to analysts in

developing State and area manpower projections", projections for

industries and for occupations are examined separately. A

national industry-occupational matrix is presented with both a

verbal and mathematical explanation of two area projection

methods and an evaluation of results obtained for each. In

particular, "area projection Method A" should be reviewed for

possible application of its use of "occupational trend factors in

New Jersey".3 Data employed by these projection methods is

available from a variety of Federal sources, principally, the

other volumes of "Tomorrow's Manpower Needs". Volume I also

explains in considerable detail how the national manpower data

contained in Volumes II-IV was .employed by the New York State

Department of Labor to develop overall state and sub-regional

projections for that state.

Beyond employment requirements two other aspects of manpower

demand discussed in Volume I are (1) replacement needs for those

who retire, die, or leave the work force for other reasons and

(2) transfers of workers between occupations, with emphasis on

the former. For estimating replacement needs the use of

separation rates are explained for national data, with a section

on "how to develop separation rates for a State or area".4

While the bulk of Volume I pertains to future manpower

requirements, (that is, the demand side of the equation), .a

separate chapter is given over to "Appraising the Adequacy of

Supply in Individual Occupations". Examples used here
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predominantly relate to professional-technical personnel; however

an equation is presented (the model uses estimates of inflow and

outflow to reach an estimate of supply needs for the future)

which could have general vocational application. The Volume

concludes with some state and regional projections of population

and labor force which draw on the monthly labor force projections

published by the Department of Labor. The other volumes

represent a valuable source of compatible data. (The "Preface"

to Volume I indicates that these volumes may best be used in

conjunction with the "Handbook for Projecting Employment by

Occupation for States and Major Areas" which provides detailed

operating instructions for State employment agencies as developed

by the Bureau of Employment Security of the Department of Labor.)

The Michigan Manpower Studys conducted by the Battelle

Institute focuses on a state government with participation by

that State's Division of Vocational Education. The Battelle

Institute "Socio-Economic Labor-Force Model", though presented as

a form of revealed word with relatively complex matrices of labor

force projections, employs techniques familiar to manpower

exonomists; the approach involves a reconciliation of supply and

demand factors with a mild innovation in the use of "educational

attainment" as an equating" variable. The three major steps in

the Michigan labor force analysis were these:

1. "A detailed projection of future demand for employees

by occupation, by industry, yielding, for example,

estimates of the future demand for professional and
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technical employees4 clerical employees, etc.; for

employees with .a college education, with a high school

education, etc. and for employees of all types in

manufacturing, communications, transportation, etc."

2. "A detailed projection of the future level of

educational attainment of the population, by age and

sex, and derivations from this projection the future

levels of educational attainment of the labor force."

3. "A reconciliation of the projected demand for and the

supply of terms of educational attainment, yielding a

profile of future employment by occupation and

educational attainment."6

Several qaalifying statements indicate certain gross

characteristics of the model. A primary limitation for

vocational educational concerns is acknowledged in stating that

the "skill-acquisition process involves many dimensions in

addition to formal educational attainment". The future demand

mentioned in (1) above does not include requirements resulting

from interstate mobility, movement between occupations and

industries, death, retirement, or other wirhdrawal from the labor

force.

The major inputs for the Battelle model were, for the supply

analysis, "(1) A projected population distribution by age and

sex, (2) Projected educational attainment for the popualtion of

labor-force age, (3) Labor-force participation rates for each age

group by level of educational attainment"' and, for the demand
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analysis, "(1) Projected total employment for each industry

sector, (2) Projected distribution of occupations within each

sector, (3) Projected educational attainment which will be

required by each occupation."0 The population projections

employed in the model were obtained from an independent source.

National economic trends and projections, as with the four

volume Department of Labor study already reviewed, underly the

industrial employment and occupational requirements developed by

Battelle. The industry employment levels emerged from an

analysis of the relationship of primary Michigan industries and

the total United States economy projected to 1975; occupational

projections were made by obtaining a special reading of the 1960

structure in Michigan and estimating forward on the basis of

national trends modified for some major anticipated

organizational and technological changes.

The Pennsylvania Vocational Technical Systems Study9

recognized an absolute requirement for investigating the

"occupational education supply and demand in the Commonwealth";

however definite problems were evidently encountered in meshing

the total annual supply with annual manpower demand to obtain the

unmet needs or "gap". As stated in the Study, "the fact that no

single acceptable methodology existed or that attempts made were

severely criticized did not diminish the need for a fairly

reliable statistical base of manpower supply and demand upon

which to evaluate and plan vocational education programs".10 The

need for a reliable "base case" in the area of manpower is
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undeniable, but the absence of a "single acceptable methodology"

is neither surprising or disturbing. Competent economists and

social scientists continue to differ on methodologies, though

agreeing in principle that what is "acceptable" depends on the

use and reliance to be put on the projections obtained.

The methodology employed in the Pennsylvania study was

extracted from "Tomorrow's Manpower Needs" and is explained in

two pages and in Table 97 which presents "Pennsylvania Manpower

and Training Data" (though a more detailed explanation is

available through the Pennsylvania Research Coordinating Unit for

Vocational Education).11 The procedure relies on the occupational

matrix construct recommended in the Department of Labor and

involves "multiplying the 1960 State percentage distribution of

selected- occupations (Census) by the pattern of national change

factor to develop the 1975 percentage of occupational density and

then applying this percentage, modified in light of the

Pennsylvania situation, to projected total employment in

Pennsylvania in 1975." This certainly constitutes an acceptable

procedure for statistical projections without the burden of an

extensive survey of employers; obtaining the base data is, as the

Study claims, "a breakthrough of considerable significance".

With the 1970 Census figures and further updating of data

gathered more reliable estimates can be obtained.

Most of Chapter V is given over to the presentation of the

data obtained in the Pennsylvania survey, primarily (1) the

distribution and percent of 1967 graduates from nine major
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training institutions or agencies over eight occupational

categories (and various matrices using absolute numbers and

percentages of this data), (2) the number and percent of 1967

graduates of occupational education training institutions by

counties, and (3) the number and percent of 1967 occupational

education graduates by occuptional categories in each county.

In the last several years the Bureau of Economic and

Business Research, The Harry A. Cochran Research Center attached

to the School of Business Administration of Temple University in

Philadelphia has done extensive work on human resource and

manpower projections. One set of volumes entitled Manpower in

Pennsylvania produced a set of labor force and manpower figures

for every Pennsylvania county for the years 1940-1963, with

mathematical trend projections. to 1980.12 The following were data

series developed:

1. Labor force by age, sex, race, by residence employment,

by residence

2. Employment by industry, by residence and establishment

3. Employment by occupation, by residence

One of the main uses noted for the extensive data produced was in

"planning of educational facilities and programs". The "summary"

of the volume on methodolggy shouid be reviewed.13

Another significant study bylthe Temple Bureau of Economic

Research was "A Manual for the Deyelopment of Estimates of Future

Manpower Requirements for Training Purposesw.14 As evaluated by

the Bureau of Labor Statistics of the U. S. Department of Labor,
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this publication lays out a "step-by-step approach to projecting

long-run industry and occupation requirements Local

industrial employment is analyzed to determine whether the

employment levels are primarily responsive to national, state, or

sub-regional economic factors. Again the method for projecting

occupational employment relies essentially on national trends,

but with particular emphasis on the importance of taking

cognizance of local conditions so as to introduce appropriate

modifications for smaller areas.

the Organization for Economic Co-Operation and Development

(OECD) presents in two volumes, quantitative mathematical models

employed by several foreign educational agencies.is A planning

model for educational requirements associated with economic

development is evaluated and appraised in the first volume. The

second volume, dealing with mathematical models contains an

interesting but difficult paper, entitled "Training Policies

under Conditions of Technical Progress: A Theoretical

Treatment". Developing direct applications for vocational

education from these models would be a relatively complex task4

however, and reliance should be placed on methodologies already

developed and adapted to a state vocational education setting.

Manpower Forecasting in Educational Play 'n #17 cited

previously, presents the experience in the use of various

manpower planning techniques employed ,in a number of the twenty-

two countries that make up the Organization for Economic Co-

operation and Development. This volume also contains an
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extremely valuable essay by the rapporteur, Herbert S. Parnes of

Ohio State University.

The Occupation Education Requirements Analysis COERA) system

is the single most useful source of labor force and manpower

projections in that it was specifically itgigng4 for vocational

education. The OERA is described in a technical, paper prepared

by the National Center for Educational Statistics of the U. S.

Ofice of Education.t8 A system for producing annual projections

of employment in occupations classified by vocational education

programs, the OERA is the most relevant methodological source

found during our search of the literature. Cited and briefly

described in Tomorrow's Manpower Needs, a.full copy of the report

was obtained from the National Center for Educational

Statistics.t9 A request for further information on the OERA

brought an indication that "...organizational changes have

precluded our further development of models pertaining to supply

or demand projections". 20

Nevertheless the OERA merits the consideration and

evaluation of New Jersey vocational personnel. As a method for

forecasting the labor force in terms of educational requirements,

with the final output being "annual projections of employment

demands in occupations classified by vocational education

programs", the OERA could be a valuable forecasting technique.

The computer capacity required would seem to be well within the

Division's capabilities. Though only briefly described here

because of the relativeComplexity, possible adaption and further
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development of the models from the point that the Office of

Education carried them could be part of the implementation

effort.

The Divjsion's Ma mower Protections and Publications. Plan

for Vocational Education (P.L. 90-576), Part II deals with Long

Range Program Plan Provisions with analysis of manpower needs and

job opportunities in New Jersey. Table I presents Employment

Opportunities related to vocational education programs with labor

demand and labor supply (including voc ed output and other sector

output) projected to 1974. The vocational educational programs

are the seven categories of agriculture, distribution and

marketing, health, home economics, office occupations, technical

training, and trades and industry.

A considerable range of publications by the Division and

other New Jersey state agencies were reviewed which provide

present data .hat could be of considerable value in undertaking

more involved occupational forecasts. The Department of Labor

and Industry, Division of Employment Security published periodic

Manpower Projections (the most recent to 1975), Area Trends in

Employment, and Labor Area Profiles. The Department of

Conservation and Economic Development's Division of Economic

Development publishes selected economic data by counties with

population breakdowns by major municipalities, and periodic major

summaries of employment characteristics, labor force, and

occupations.
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An extremely valuable discussion of industrial growth and

manpower requirements for the State is contained in a section of

the final report of the Facilities Committee of the Master Plan

group. Labor market trends and occupational shifts, employment

growth and shifts, and regional growth are summarized primarily

from economic base studies conducted by the Regional Plan

Association, the Port of New York Authority, and the U. S. Bureau

of Labor Statistics.

In summary, based both on the major manpower., studies

reviewed and the efforts of the State of New Jersey, some

critical unmet methodoloc4cal problems can be identified. Those

who reject sophisticated projection attempts normally do so not

because the forecasts are not relevant, but because they are

viewed as difficult if not impossible. These are among the most

difficult forecasting problems:

-Estimating productivity changes based either on

technological shifts or changes in organization structure of

key Census industries.

-Assuming that occupational profiles are similar from one

geographic area to another, and that such profiles are

representative of manpower requirements given technological

and organizational structure changes.

-Determining educational qualifications associated with both

aggregate and specific occupational categories.

-Predicting the occupational and geographic mobility of

persons in the state labor force.
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These are key problems to be considered if effective forecasting

of employment and occupational requirements is to be undertaken.

However, the obvious difficulty in treating such issues should

not imply that the goal is relative certainty concerning the

labor force structure some ten or fifteen years hence.

Unconditional predictions are of course impossible, there are no

pretensions of certainty. But some definite indications

concerning employment requirements can be framed in terms of

certain economic growth goals, without elaborate and expensive

efforts. Manpower projections which anticipate the occupational

composition of the work force required for achieving various

economic goals is a vitally important foreacast for a vocational

educational program.

steit..§0s2.122111Requirements

In the overall planning diagram, reference is made to staff

available forecast and space inventory files. Projections in

these areas are regarded as being within the purview and

particular competence of Division personnel; they would not seem
i.

to require any highly formalized projection techniques or the

investment of resources required to generate elaborate models.

Staff available, in the context of the planning system, may

be restricted to administrative and instructional personnel

required for implementing particular vocational education

programs. Thus forecasts of staff available for all activities

under all revenue sources will normally operate, as a constraint

-160-



on programs and projects both in the base case and in the

alternative sets ¶ onsidered. Factors considered will be the

familiar items associated with staffing any program operation

specialized talent currently available within the state of New

Jersey, potential staff being produced by educational and

training programs of the State, and some factor that expresses

the net gain or loss from migration of such personnel. Where

instructional or other personnel essential to a future program

under one revenue source requires teacher training to fill gaps

in manpower available, this manpower requirement should be

considered as fundable from the entire range of revenue sources

and programs.

Forecasts on staff availability thus require assessment of

factors that those acquainted with specific revenue sources and

programs will be best equipped to make. In implementing the

Planning System attention would be given to some limited

formalization of the techniques now employed by Division

officials and to more extensive data gathering on those factors

which Division officials feel are most relevant to staff

available forecasts.

However, it should be recognized that implicit in such

forecasts are a number of professional education standards about

staff/teacher utilization. Staff indicators are a part of both

the base case and alternative sets. Such standards must be

scrutinized as part of the forecast process to be certain that 1°'*
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relatively arbitrary application does not result in the

curtailment of otherwise valuable programs.

With reference to the space inventory file for a single

revenue source and the space available for all activities under

all revenue sources, the point has been made before that

facilities constructed under one source may be used for

instructional activities funded by another source. Thus the

assumed interrelationship, and the sequence of review. When

planning for the facility and space requirements of one revenue

source it may be crucial that facilities erected through other

revenue (or even private) sources in the same geographic area are

underutilized. The logic here would suggest that some

construction planning might well break over county lines.

Again professional standards such as space required per

student for various instructional programs will be a

consideration. However the key consideration tv4s that the

facilities provided (total space inventory) should be sufficient

to house the'total programs funded by the Divitsion.

An example of an entirely appropriate technique for space

projections is the portion of the Plan for Action (prepared by

Division personnel) dealing with faciliites. The objective is to

provide instructional facilities to meet the needs of "fifty

percent of the secondary enrollffient and the needs of adult and

teacher education programs". A chart is developed which presents

the "1980 Projected Facility Needs for Vocational Education".
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In general, projections of space needs will nofrequire

complex forecasting procedures. One key factor which should be

considered, however, is the present utilization of existing

space; specific space indicators also are reviewed as part of the

base case and alternative sets for (4ach revenue scarce.

Federal and State Revenue Forecasts

The level of Federal funding under grants-in-aid, the

educational areas to be serviced, and the probable allocation for

New Jersey given the existing grant authorizations are all of

critical importance in vocational education. Forecasting over

years covered by existing Federal authorizations involves

reliance on allocation formulas (such as those in P.L. 90-576)

and past experience with appropriations received. In the absence

of Federally prepared multi-year spending projections on a state-

by-state basis, the only information available to a state is the

extent of Congressional authorizations, past appropriations, and

the experience with allotments. Beyond the period covered by

Congressional authorizations the judgments on, the magnitude of

Federal) support become problematic.' Here state estimates are

only as reliable as the Federal officials or communications that

serve as the sources of information on which the forecasts are

based. Forecasting models and fiscal planning are not compatible

with annual appropriations. In dealing with Federal funding

sources the ever present question is how well one can predict the

future from the past.
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Equally difficult is any attempt to forecast changes in the

Federal allocation formulas or other legal requirements which

acts as a constraint on revenue allocations. Only explicit

guidance from Federal agencies and officials should be used in

such forecasts.

As to state revenues, projections are required for both the

Division budget and for the magnitude of State* grant-in-aid

funds. Such "projections" are only indirectly related to the

extensive economic literature on forecasts of the total revenues

which will be available to a state in future years. Such

"projections" are in effect guesses about the share of the total

New Jersey and Department of Education budgets which the Division

of Vocational Education will receive. Such projections be671e

even more tenuous when the multi-year period over which they are

made include elections for Governor or the state legislature.

Given the incremental nature of most state budgeting, the

normal assumption is for an increase near the midpoint of the

range in percentage growth of the Division budget over the

previous four to five year period. But any such crude estimate

would be modified by the informed judgment of Division officials

concerning the political factors operating; such judgments can be

quite accurate for one and even two years ahead, but steadily
I 111

deteriorate beyond that period.

Perhaps the best procedure for estimating both Federal and

state revenue sources is to set up a process, ideally

computerized though possibly manual, to develop and continuously
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update figures on prospective revenues. These rough estimates

would extend over several years using past trends and current

information on program plans. Setting up such a projection

process with the attendant analysis of revenue receipts,

frequently leads to the discovery of other bases for making'

projections.

1

fe

L.

L
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CHAPTER IV

GENERAL DESIGN AND LOGIC OF THE PLANNING SYSTEM

Preliminary Considerations

The general'design of the planning system assumes that the

'planning for each revenue source must be done within the context

of the commitments made by the Division for all other revenue

cources ,under its control. At the present time, the Division has

varying degrees of control over sources of revenue and numerous

non-continuing sources. The planning cycles of the non-

continuing sources are intermittent throughout the 15 month

Division Planning Cycle. The continuing sources of revenue have

planning cycles that take place during specified periods within

the Division's Planning Cycle. These individual planning cycles

are shown on Chart IV-A. The present staging of the planning

cycles of the eight continuing revenue sources over the 15 month

period is generally amenable to the development and testing of

the comprehensive long-range Planning System for the Division.

Two sources -- Civil Defense Education Act of 1950 and Veterans

Administration -- pose minor difficulties because their planning

cycles conclude before the planning cycles of the preceding

revenue source.
s.
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CHART & A

TIMING OF THE 1973-74 DIVISION PLANNING CYCLE

(FY73-75) FOR ALL CONTINUING REVENUE SOURCES

(TIMING OF NON-CONTINUOUS REVENUE SOURCE PLANNING CYCLES ARE VARIABLE)
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Chart IV-A shows the overlapping problem that the Division

currently faces with respect to three separate planning cycles

that yield three separate plans (Old, Current and New) over a

span of approximately six years and two months. For convenience

sake, planning horizons shown on the Chart have been limited to

three years/ though a planning horizon of five years will be.used

in the proposed Planning System. The planning period shown on

the chart covers the period from Fiscal Year 1973 (FY73) through

Fiscal Year 1977 (FY77).

The Old Plan shown on the chart was produced during the

1971-72 Division Planning Cycle. The Current Plan was produced

during the 1972-73 Cycle and the New Plan during the 1973-74

Cycle. Each plan grows out of the previous plan. At the end of

each planning cycle fer each revenue source and at the end of the

Division Planning Cycle a plan document is produced and, where

necessary, an annual budget

Planning Cycle begins with

Planning. At the time this

currently operating on the

document. The 1973-74 Division

the cycling of the Division Budget

process begins the ,Division is

first year of the Old Plan. Before

the Division Budget Planning Cycle is completed the Division has

moved into the first year of the Current Plan for the entire

Division. Because the Civil Defense EducatioirRVVenue Source is

planned on a calendar year rather than a fiscal year and because
S

the Adult Basic Education Revenue Source Planning Cycle is not

completed until July of FY75, the Division completes operation

on the first year of the Current Plan and begins working on the

dr
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first year of the New Plan, The New Plan is the plan that is

being developed during the 1973-74 Division Planning Cycle. This

overlapping problem, while not serious, must be taken into

consideration in the detailed design and testing of the Planning

System.

As pointed out in Chapter III, the Base Case Phase and

Alternate Set Phase of a given revenue source planning cycle will

require information on the Current Plan or New Plan of the other

revenue sources. Whether the information is drawn from the

Current Plan or the New Plan depends on when, within the

Division's Planning Cycle, this information is needed. The

information requirements of each revenue source during its

planning cycle are discussed in chapter III.

Major Components of the System

The Vocational Education Planning System is subdivided into

four components: (1) Division and Revenue Source Planning

Subsystem Procedures. (2) Division and Revenue Source Indicator

Sets, (3) Forecast Procedures, and (4) Data and Information Files

and Report Generation Procedures. Each of these components

serves as an integral and indispensable component of the total

Planning Sydtem. Chart IV-B illustrates the general flow of the

Vocational Education Planning System, showing the components of

the System and their relationships with each other. The

I
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procedures described for Revenue Source 1 will be the same for

the other eight continuing revenue sources.

Elanting_gmkgYatteRftI

Each revenue source requires a separate planning subsystem.

An illustration,of these subisystems is represented on the chart

by the boxes labelled "Revenue Source 1". Each subsystem

consists of a series of sequential procedures, some of which- are

manual and some of which are automated. A similar set of

procedures is required for the Division's Planning Subsystem.

These procedures are represented by the boxes that are labelled

"All Revenue Sources".

Indicator Sets

A set of Social Demand, Process and Output Indicators is

required for every revenue source. A general set is also needed

for the Division. While separate boxes have not been provided on

the chart to represent these sets, the use of the General

, Indicator Set and the Revenue Source 1 Indicator Set is implied

in the boxes that represent those procedures concerned with

Revised Base Case, Base Case Evaluation, re-examination of Policy

Decisions, development of the Alternative Sete and Alternative

Set Evaluation.



Forecast Procedures

As is indicated in Chapter III, a series of forecast

procedures is also required. These procedures are concerned with

the forecast of population, client groups, manpower requirements,

staff availability, space availability, and anticipated State and

Federal revenue. These procedures are represented on Chart IV-B

by the boxes marked "Forecasts".

Data and Informatio F le and R sort Ge e ation Procedures

Files are required for each revenue source and a general set

of files is also required for the division. Formalized,

sequential procedures, both automated and manual, are needed for

generating various types of reports to be used throughout the

planning cycles of each of the revenue sources. These reports

will provide an excellent means of responding to requests for

information regarding activities conducted by the Division. The

Data and Information Files and Report°Generation PrOcedures are

also shown on Chart IV-B.

GeneralFlow of the System

In Chart IV-Be the general flow of the system is diilided

into two phases -- Base Case Phase and, Alternative Set Phase.

Each phase consists of a seAes of formalized. sequential

procedures which will be briefly explained in this section. A
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PROCED"S.

T.

POLICY
INFO. &
DATA

MIMMM

POLICY DECISIONS
I-.

DESIRED
INDICATOR
LEVELS

DIV. POLICY -
FED. & STATE
REVENUE ALLO-
CATIONS

ALL REV. SOURCES
i

1

4-1

DIREV. OURCE #1 -
NEW ANIL'S,
CONSTRi PROJ'S,
ANCIL Y PROWS
& PROJ S.

--_2.--
ALTERNATIVE SET

FORM ALTERNAr
ALTERNA- TIVE SET
TIVE COMPUTA-
SET TIONS

REVENUE SOURCE ill

APPLICATION
PROMOTION &
PROD. DESIGN
- REV. SOURCE ill

DI

REVI

CASE
REV..

OTHE
& AL
REV:



ALTERNATIVET I VE SET

REVISED BASE

CASES ALL
REV. SOURCES
OTHER THAN #1
& ALT. SET FOR
REV. SOURCE #1

ALTERNA-
TIVE
SET
COMPUTA-
TIONS

ALL REVENUE SOURCES

DATA &
INFO.

FILES

REPORT
GENERA-
TION

PROCED S

1'

ALL REVENUE'

SOURCES -
ALTERNATIVE
SET

REV. SOURCE
1 - ALTERN-

ATIVE SET



s

1

ALL REVENUE
SOURCES

ALTERNATIVE
SET

REV. SOURCE
#1 ALTERN
ATIVE SET

oi.

4

NOT
SAT.

REV. SOURCE ii 1

ADOPT NEW PLAN &
COMMUNICATE

111.111S

DATA &
INFO.

FILES

END
.----lio

CYCLE



more detailed explanation of the Revenue Source Planning

Subsystem Procedures will be contained in the following section.

Base Case Phase

Forecasts are developed which provide information to the

Revised Base Cases. Status reports on Revenue Source l's Base

Case or Current Plan also provide information to the Revised Base

Case Process. These reports contain the results of evaluating

previously approved programs and projects, including current

indicator levels, and other information needed in the'Revised

Base Case Process. Data and information are also obtained on
14,

'renewal applications for local education agency '(LEA)

instructional programs and previously approved LEA and State

construction projects and ancillary programs and projects. Also,

data and information, such as the number of students expected to

enter activities under all revenue sources other than Revenue

Source 1, are extracted from the current or new plans of all

other revenue sources and provided to the Revised Base Case

Process for Revenue Source 1.

Expenditures and the expected level of indicators are

computed for all renewal applications and previously approved

programs and projects in the Revised Base Case Process under the

assumption that the present level of funding will continue.

State and Federal revenue deficits or surpluses an.e also computed

along with the extent to which Federal constraints are met.

Finally, for the indicator gaps, the difference between desired
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and expected levels are computed for Revenue Source 1. These

computations are ::jade, where appropriate\ by activity type,

bureau, revenue source and total Division and by LEA and area

characteristics.

The results of the Revised Base Case Process for Revenue

Source 1 provide information for the Revised Base Case Process

for all other xavenue sources. The forecast and base cases

(current plans) or new plans also provide information and data

for the Revised Base Case Process for all revenue sources. Minor

adjustments are made to the base cases (current plans) or new

plans of all revenue sources other than Revenue Source 1.

Indicator gaps and the extent of compliance with Division policy

concerning Federal or State revenues are computed, where

appropriate, by activity type, bureau, revenue source, and total

Division and by LEA and area characteristics.

The results of the Revised Base Case Process for Revenue

Source 1 and all other revenue sources are placedin the Data and
A

Information Files. The Report Generation Procedures extract from

these files the data and information necessary to develop two

types of reports. The first type is a Revised Base Case Report

of Revenue Source 1. The second type displays results for all

revenue sources other than Revenue Source 1 and a summary report

of all revenue sources. Each of these reports displays

information concerning expenditures, revenue deficits or

surpluses, extent to which Federal constraints are met, extent of

compliance with Division policy, expected and desired iLdicator
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levels and indicator gaps by activity type, bureau, revenue

source and total Division arid by LEA and area characteristics.

The Assistant Cominissionei for Vocational Educatiqn and his staff

evaluate these reports. The purpose of this evaluation is,to

determine whether or not to accept the Revised Base .Case for

Revenue Source 1 as the New Plan. This evalua0.on is performed

within the context, of the revised base cases (current plans) or

new plans of All other revenue sources.' If the Revised-Base Case

for Revenue Source 1 is found to be satisfactory, that is, (1)

indicator gaps are being closed, (2) revenue deficits, or

surpluses don't exist, (3) federal constraints are met, and (4)

Division policy is satisfied, then the Revised Base Case becomes

the New Plan and passes through whatever additional approval

procedures are required. The results are communicated to the

appropriate State and Federal agencies and the LEA's. This

decision process takes place eight times during the 'Division's

Planning Cycle. These periods are designated on Table IV-A

opposite the lines marked "Base Case".

If the Revised Base Case is unsatisfactory, the Assistant

Commissioner and his staff may review the desired indicator

levels. Division policy concerning, Federal and State revenue may

also be examined. If changes are made in the desired indicator

levels and Division policy, these changes are incorporated in the

Data and Information Files.

1
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Alternative Set Phase(

Results of the,S Revised Base Case evaluations are
6'

communicated to the planning staff for Revenue Source 1 to assist

them in the Alternative Set Process for Reven&Source 1. Data

and information is extracted from the new applications for LEA

instruction programs, LEA and State '-construction projects, LEA-

and State ancillary programs and projects, for use during the

Alternative Set Process for Revenue Source 1. An Alternative Set

of old and new LEA applications for instructional programs, old

and new LEA and State construction projects, and old and new LEA

and State ancillary programs is selected. Expenditures, expected

indicator levels, indicator gals, revenue deficits or surpluses,

extent to which Federal constraints are met, and extent of
4 1

compliance with Division policy are determined.- The computations

are made, where appropriate, by activity type, bureau, revenue
"44,4

source and total Division and 14 LEA and area characteristics.

The results of these computations form input to the

Alternative Set computations for all revenue sources. The

results of the Revised Base Case computations for all revenue

sources also provide input to the Alternative Set Process for all

revenue sources.

The results of the Alternative Set ProCesses for Revenue

Source 1 and the Alternative Set Process foroll revenue sources

are placed in the Data and Information Files. The Report

Generation Procedures produce the same reports discussed

previously. The Assistant Commissioner and his staff evaluate
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the Alternative Set or Revenue Source 1 in terms of (1) the

indicator gaps, (2) revenue surpluses or deficits, (3? federal

constraints, and A4) Division policy. ThiS evaluation iss,

performed in the context of the total commitments of the

Division. If the Alternative Set for Revenue Source 1 is foUnd

to be acceptable, a New Plan and an annual budget, where

required, is developed and communicated to the appropriate State

and Federal agencies for final approval. The results of this

approval are then communicated to the LEA'S and State agencies

affected by the New Plan. The Plan is then stored in the Data
*%.

and Information Files.

If the Plternative Set is not satisfactory, the Assistant

Commissioner and his staff have three options: (1) they may call

for another Alternative Set, (2) they may promote additional

applications and requests that new projects be designed, or (3)

they may re-examine and change desired indicator levels and

Division policy concerning Federal and State revenues. This

process continues until an acceptable New Plan for Revenue Source

1. has been developed. The periods during the Division Planning

Cycle when this decision process takes place are shown on Table

IV-A for each revenue source.

This basic flow will be followed with minor variations for

each revenue source planning cycle. Note at the beginning and

end of each revenue source planning cycle a complete set of

revised base cases or plans exists for the total Division.
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J Detailed Flow of the Revenue SourceAullyg±ggprogedureS ,^:.

Chart 1V -C represents a more detailed floww of the procedures

to be followed to complete a planning cycle f r a given revenue

source. For convenience of explanation; -Reve ue Sourpe 1,ais used

as an illustrative revenue source to explain his flow.

416

tv-

Base Case Phase

Data and information are extracted from the File of Base

Cases or Plans for all activities under all revenue sources other

than Revenue Source 1. These data and information will include

such items as the following:

1. Students expected to enter all activities;

2. Trained manpower expected to be graduated from all

activities;

3. LEA and State staff expected to be used by all

activities;

4. LEA space expected to be used for all activities;

5. State revenue expected to be used for all activities;

and

6. Federal revneue expected to be used by all activities.

The Report Generation Procedures will perform the task of

extracting this information.

Forecasts like the following are obtained:

1. Potential students for all activities;

2. Manpower openings;
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N1,

FILE OF BASE CASES OR
PLANS FOR ALL ACTIVITIES
UNDER ALL REVENUE SOURCES
OTHER THAN REVENUE SOURCE I

COOPERATING AGENCIES:
STATE DEPT. OF RP,

STATE DEPT. OF LABOR
LEA'S

POTENTIAL
STUDENT
FORECAST
DATA FILE

COOPERATING AGENCIES:
ST/1E DEPT. OF LABOR
LEA'S

PRIMA!
----191 FORECAST

COOPERATING AGENCIES:
STATE DEPT. Of ED,
LEA'S, COLLEGES Alp

UNIVERSITIES, PRIVATE
INSTITUTIONS

COOPERATING AGENCIES:
STATE DEPT. OF ED.,
LEA'S

Di-

STAFF

ss,....AVA

I A LE
FORECAST

F I LE

COOPERATING AGENCIES:
STATE DEPT. OF ED.

COOPERATING AGENCIES:
FEDERAL AGENCIES

REVENUE

AND_gNS_ TRAINT

FORECAST

FILE

Pm-

FORECAST POTENTIAL STUDENTS
FOR ALL ACTIVITIES UNDER ALL
REVENUE SOURCES

RETRIEVE STUDENTS EXPECTED TO
ENTER ACTIVITIES UNDER ALL
REVENUE SOURCES OTHER THAN
REVENUE SOURCE L

FORECAST PAAPORER OPENINGS

RETRIEVE TRAINED MANPOSER
EXPECTED TO SE GRADUATED
FROM ACTIVITIES UNDER ALL
REVENUE SOURCES OTHER THAN
REVERIE SOURCE I

FORECAST LEA AND STATE STAFF
AVAILABLE FOR ALL ACTIVITIES
UNDER ALLREVENLE SOURCES

RETRIEVE LEA AND STATE STAFF
EXPECTED TO OE USED BY ACTIVITIES
UNDER ALL REVERIE SOURCES OTHER
THAN REVENUE SOURCE I

FORECAST LEA SPACE AVAILABLE
FOR ALL ACTIVITIES U4DER ALL

REVERE SOURCES

RETRIEVE LEA SPACE EXPECTED TO
OE USED FOR ACTIVITIES L'EW_R
REVENUE SOURW OTHER THAN

REVENUE SOACE I

FORECAST STATE REVENUE AVAILABLE
FOR ALL ACTIVITIES UNDER ALL

REVENUE SOURCES

RETRIEVE STATE REVEME EXPECTED
TO BE USED FOR ALL ACTIVITIES
LNDER REVENUE SOURCES OTHER
THAN REVENUE SOURCE I

FORECAST FEDERAL REVENUE AVAILABLE
AND CONSTRAINTS ON ITS ALLOCATION
FOR ALL ACTIVITIES UNDER ALL

REVENUE SOURCES

RETRIEVE FEDERAL REVENUE EXPECTED
TO DE USED BY ALL ACTIVITIES
UNDER ALL REVENUE SOURCES OTHER
THAN REVENUE SOURCE I

4", Va. - de-r

COOPERATING AGENCIES:
STATE DEPT. OF ED.,
STATE DEPT. OF LABOR,

LEA'S

RASE CASE SET OF PROGRAMS AN, PROJECTS
TO OE FUNDED BY REVENUE SOURCE I

INCLUDE IN NE SET OF "ACCEPTED"
APPLICATIONS FOR REVENUE SOURCE I
ALL APPLICATIONS FOR RENEW. OF
LEA INSTRUCTIONAL FROWNS FUNDED
BY REVENUE SOURCE I'LMDER THE
CURRENT PLAN

RE-FORECAST PREVIOUS.PLANIS'gr,
CONSTRUCTION PROJECTS TO BE
PUNCED BY REVORE SOURCE I

REFORECAST PREVIOUS PLAN'S
LEA AND STATE ANCILLARY PROGRAMS
AND PROJECTS'TO BE PRIDED BY
REVEMJE SOURCE I

FILE OF RESULTS OF EVALUATION

OF PREVIOUSLY APPROVED PROGRAM:
AND PROJECTS FUNDED BY REVENUE
OURCE 1

J

FILE OF APPLICATI
RENEWAL DE LEA I
PROGRAMS (INCLUDI
AID COUNSELING)
REVENUE SOURCE 1
CURRENT PLAN

L

LEA PLANVING

I



IEVISED BASE CASE

CALCULATE EXPENDITURES
BY ACTIVITY TYPE, BUREAU,

REVENUE SOURCE AND OVERALL.
BY LEA AND AREA CHARACTERISTICS

CALCULATE STATE REVENUE DEFICIT
AND SURPLUS

BY ACTIVITY TYPE, BUREAU,
REVEAL( SOURCE AND OVERALL

CALCULATE FEDERAL REVENUE DEFICIT
AND SURPLUS

BY ACTIVITY TYPE, BUREAU,
REVENLE SOURCE AND OVERALL

CALCULATE EXTENT TO MIICH FEDERAL
CCNSTRAINTS ME NET

BY ACTIVITY TYPE, BUREAU,
!EMIR SOURCE AND OVERALL

SOCIA4,0ENAND INDICATORS:
tALDULATE EXPECTED RATIO Of STUDENTS
SERVED TO POTENTIAL STUDENTS BY
ACTIVITY TYPE, BUREAU, REVENUE
SOURCE AND OVERALL BY LEA AND AREA
CHARACTERISTICS

PROCESS-STAFF INDICATORS,
tALCULATE EXPECTED RATIO OF LEA AND
STATE STAFF NEEDED TO STAFF
AVAILADLE BY ACTIVITY TYPE, BUREAU,
REVENUE SOURCE AND OVERALL BY LEA
AIM AREA CHARACTERISTICS

PROCESS -SP ACE. NOICATORS:

CALCULATE EXPECTED RATIO Of LEA
SPACE NEEDED TO SPACE AVAILABLE BY
ACTIVITY TYPE, BUREAU, REVENUE
SOURCE AND OVERALL BY LEA AND AREA
CHARACTERISTICS-

MalipaipROCATIoArgriumit

INDICATORS, EA., PERCENT EXPENDITURES
IN URBAN AREAS BY ACTIVITY TYPE,
BUREAU, MERLE SOURCE, AND OVERALL BY
LEA AND AREA CHARACTERISTICS

OTHER PROCESS INDICATOR
tALCULATE EXPECTED LEA PROCESS QUALITY
BY ACTIVITY TYPE, BUREAU, AID OVERALL
FON REVENUE SOURCE 1

OUTPUT-MANPOWER SUPPLY INDICATORS:
EXPECTED RATIO OF amocfics

HAMMIER TO MANPOWER OPENINGS BY
ACTIVITY TYPE, BUREAU, REVENUE
SOURCE AND OVERALL BY LEA AND AREA
CHARACTERISTICS

ourcut.ocitsomAc ENRICHMENT INDICATORS,
CALCULATE EXPECTED RATIO OF GRADUATING
STUDENTS TO POTENTIAL STUDENTS BY
ACTIVITY TYPE, BUREAU, REVENUE
SOURCE AND OVERALL BY LEA AND AREA
CHARACTERISTICS

PILE Of APPLICATIONS FON
IENEWAL OF LEA INSTRUCTI
PROGRAMS (INCLUDIAG GUIDANCE
RID CMMIELING) FIRIOED BY
EDIENUE SOURCE 1 UNDER THE

PARENT PLAN

FILE Of CURRENT
PLAN'S LEA AND

S ATE CONSTRUCTION
PROJECTS TO BE

RACED BY REVENUE
SOURCE I

FILE OF CURRENT

PLAN'S LEA AND

STATE ANCILLARY
AND PROJECTS

TO BE RAIDED BY
REVENUE SOURCE I

LEA PUNNING

LEA
STAFF

LOCAL. scmarnhic

CCMMITTEE

FILE OF
CURRENT PLAN
OR SASE CASE
FON REVENUE

\SOME 1

FILE OF DESIRED INDICATOR
LEVELS BY ACTIVITY TYPE,

BUREAU, REVENJE SOURCE, *lb

OVERALL BY LEA AND AREA

CHARACTERISTICS

CALCULATE BASE CASE INDICATOR GAPS
BY ACTIVITY TYPE, BUREAU,

REVERE SOURCE, AND OVERALL
BY LEA AND AREA CHARACTERISTICS

CALCULATE BASE CASE
EXTENT OF COMPLIANCE WITH DIVISION
POLICY OF FEDERAL AND STATE
REVENUES TO BE USED

BY ACTIVITY TYPE, BUREAU,
REVr.NUE SOURCE AND OVERALL

BY LEA AND AREA CHARACTERISTICS

A

FILE OF DIVISICN POLICY
OF FEDERAL AND STATE
RENENUE TO BE USED

BY ACTIVITY TYPE,
BUREAU, REVENUE SOURCE,
AND OVERALL

GENERAL PROCEDURES FOR PLANNI
PLANNING IS ACCOMPLISHED WITHIN THE

APE THE BASE CASE INDICATOR GAPS
UNSATISFACTORY?

DOES FEDERAL OR STATE REVENUE DEFICIT

OR SURPLUS EXIST?

AM FEDERAL coi.sTRAtras wen
IS DIVISION POLICY MOUT THE USE OF
FEDERAL MVO STATE REVENUE LIMIET?

BY ACTIVITY WP , *MAU,
REVENUE SOURCE, AND OVERALL

BY LEA AND AREA CHARACTERISTICS

ACCEPT THE BASE CASE SET OF
PROW, AMS AND PROJECTS TO RE

FUNDED BY REVENUE SOURCE 1 AS
CONSTITUTING THE NEW PLAN FOR

REWNLE SOURCE I

STORE THE NEW PLAN
FON REVENUE, SOURCE 1

FILE OF GASE CASE OR PLAN
FOR ALL ACTIVITIES UNDER

ALL REVENLE SOURCES

COMMUNICATE THE NEW
PLAN FON REVENUE
SOURCE 1 TO FEDERAL
AND STATE AGENCIES
AND WITHIN THE
DIVISION

YES

COPIIIMICATE THE

ACCEPTANCE ON REJECTION
LEA INSTRUCTIONAL

'PROGRAMS, ANCILLARY
PROGRAMS AND PROJECTS
AND STATE ANCILLARY
AMMUNMS AIM PROJECTS

°
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CHART Bt C

FOR PLANNING THE ACTIVITIES TO. BE FUNDED BY REVENUE SOJRCE 1
D WITHIN THE CONTEXT OF ACTIVITIES TO BE FUNDED BY ALL OTHER REVENUE SOURCES

YES

TINE

REJECTION

PROJECTS
ILLARY

ILLARY
TIONAL

PROJECTS

FILE OF DESIRED INDICATOR
LEVELS BY ACTIVITY TM,
SUREALI,ROVEXESOURCI,AMD
OVERALLS?' LEA AND AREA

CHARACTERISTICS

REVISE DESIRED INDICATOR LEVELS? REVISE DESIRED IND CATOR LEVELS
BY ACTIVITY TYPE, BUREAU, YES BY ACTIVITY SUREAU,

T'

11( LEA AND AREA CHARACTERIST1
REVENUE SOURCE, AND OVERALL

CHARACTERISTICS

OVERALL
BY LEA AD AREA
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FEDERAL AND STATE REVeNU TD

BE USED?
BY ACTIVITY TYPE, BUREAU,

/VERA SOURCE, AND OVERALL
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CHARACTERISTICS

YES

CHANGE DIVISION POLICY MOUT
FEDERAL AND STATE REVENUE TD
SE USED

BY ACTIVITY TYPE, BUREAU,
REVENUE SOURCE, AND OVERALL

BY LEA AND AREA CHARACTERISTICS

FILE OF DIVISION
POLICY ABOUT FEDERAL

AND STATE REVENUE TD DE USED?
BY ACTIVITY TYPE, BUREAU,

I

REVENUE SOURCE, AND OVERALL
BY LEA AND AREA
CHARACTERISTICS

0.

FILES WED IN THE BASE
RESLLTSFNOM PRE -BASE CASE
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r AN ALTERNATIVE SET OF MROCAMS
MID PROJECTS TO BE PACED BY
REVERIE SOURCE I

CHOOSE A SET Of
RENEWAL AND NEW LEA
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"ACCEPTED" APPLICATION! TO BE
FUNDED SY REVENUE SOURCE I
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CONSTRUCTION PROJECTS TO BE
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AS ME SET Of "ACCEPTED"
CONSTRUCTION PROJECTS TO BE
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PROGRAMS MO PROJECTS TO OE RPM
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ALTERNATIVE SET
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REVENUE SPURGE AND OVERALL
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CALCV(ATE STATE REVENUE DEFICIT
NO SURPLUS

B4 ACTIVITY TYPE, BUREAU,
REVENUE SOURCE AND OVERALL

CALCULATE FEDERAL REVENUE DEFICIT
AND SURPLUS
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.CALL ULTE EXTENT TD MUNCH FEDERAL
ONSTITRINTS ARE NET

BY. ACTIVITY TYPE, BUREAU,

REVERIE SOURCE AND OVERALL

illiSERVED TO INTENTS& I

(.CTIVITY TYPE,AIUMEAU,

CHARACTERISTICS 1
SOURCE AND ONINALL BY,
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eALCULATE CAP;14-1111
PROCESS.STAFF I

STATE STAFF NUM TO B
AVAILABLE BY ACTIVITY'',
REVENUE SOURCE ARAN OVEN
AND AREA CNAMACTERISTIO

PROCESS4PACE 1/010,4,
tALCULATT Warm ASTI
SPACE NEEDED TO SPACE A
ACTIVITY TYPE, BUREAU,:
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CAAACTIRESTicr:

INDICATORS, E.G., Pt
IN URIOJI AREAS BY AC

BUREAU, REVENUE SOURCE,
LEA AND AREA CHARACTER

tAtcuuIt uPtena 1
OTWIR PROCESS ISIsCAu4

BY ACTIVITY TYPE,
FOR REVENUE SOURCE I

OUTPUT-RAMMER
tALCULATE EXPECTEB,
MANPOWER TUNING,*
ACTIVITY TYPE, BUREAU
SOURCE AM OVERALL BY
aamcnioncs

ktrilOrfaingl
SMUTS TO POTINITAL41
ACTIVITY TYPE, OUREAUell
SOURCE AND OVERALL BY LI
CHARACTERISTICS

FILE OF APPLICATIONS FOR
NEW LEA INSTRUCTIONAL
PROGRAMS (INCLUDING GUIDANCE
AND COUNSELLING) TO BE FUNDED

BY REVENUE SOURCE 1

FILE OF NEW LEA ANO STATE
CONSTRUCTION PROJECTS TO OE
FUNDED BY' REVENUE SOURCE I

LEA, PLANNING

LE=45LOCAL
OWE/It

STAFF CCENTITTEL

FILE OF NEW LEA MO S
ANCILLARY *MOMS PIO
PROJECTS TO Be FUNDED

PIEVERE SCARCE 1 .,?

STATE ANCILLARY PROGRAM
AND PROJECT DESTRO

.
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gaciltaVNIVIANOF STUDENTS
SERVED TO. POTENTIAL SMUTS BY
ACTIVITY TYPE, OUREAU, REVENUE
SOURCE Alb OVERALL BY LEA ARO AREA
CHARACTERISTICS

LAX:ESS4TAFFEINDICIIIIINs

OF LEA AND
STATE STAFF NEEDED TO STAFF
AVAILADLE BY ACTIVITY TYPE, BUREAU,
REVINUE1SOURCE ANO OVERALL BY LEA
AND ANIA,CHAMACTERISTICS

PROCESS.SPACE INDICATORS'
tacuisTE IEFECTID RATIO OF LEA
SPACE MEDD TO SPACE AVAILABLE BY
ACTIVITY TYPI,APUREAU, REVENUE
SOURCE AND OVERALL BY LEA AND AREA
CHARACTERISTICS

putlipapit63 liFNA&TAITIIETUlt

INOIEATORS;*EX., PERCENT EXPENDITURES
IOURSAN ARIAS SY ACTIVITY TYPE,
DUREAU, REVENUE SOURCE, Alb OVERALL BY
LEA AND AREA CHROACTERISTICS

aglitqgthilitUttclis"hoccss QIMLITY
DY ACTIVITY TYPE, BUREAU, Alb OVERALL
FOR REVENUE SOURCE I

OUTIPUTAWIPOWER SUPPLY INDICATORS'
&WII EXPECTED RATIO or orAnstiss
MANPeMER TO MANPOWER OPENINGS BY
ACTIVITY TYPE, BUREAU, REVENUE
SOURCE AND VIINAM BY LEA AND AREA
CHARACTERISTICS

I

S116:4TS TO POTENTIAL STUDENTS BY
ACTIVITY TYPE, BUREAU, REVENUE
SOURCE AND OVERALL BY LEA AND AREA
CHARACTERISTICS

FILE OF NEW LEA AND STATE
ANCILLARY PROGRAMS AND
PROJECTS TO BE FUNDED BY

REVENUE SOURCE I

STATE ANCILLARY FROCRAM
AND PROJECT OKSIGA

1

FILE OF DESIRED INDICATOR
LEVELS BtACTIVITY TPE,

BUREAU, REVENUE SOURCE,AND

OVERALL BY LEA AND AREA
CHARACTERISTICS

A
CALCULATE ALTERNATIVE SET'S

INDICATOR GAPS
B Y ACTIV:TY TYPE, BUREAU,

PEVENUE SOURCE, AND OVERALL
B Y LEA AND AREA CHARACTURISTICS

ARE THE ALTERNATIVE SET'S INDICATOR
GAPS UNSATISFACTORY?

DOES PECERAL OR STATE REVEN&E DEFICIT

OR suRrus EXIST?

ARE FEDERAL CONSTRAINTS UNMET?

IS DIVISION POLICY ARCM* THE USE
OF FEDERAL AND STATE FOOS UNMET?

B Y ACTIVITY TYPE, SURER,
ROME SOURCE, AND OVERALL

B Y LEA AND AREA CHARACTERISTICS

at

TES REVISE DESIRLJ INDICATOR LEVELS?
B Y ACTIVITY TYPE, BUREAU,

REYSVUE SOURCE,AND OVERALL
B Y LEA AND AREA
CHARACTERISTICS

YES

CHANGE DIVISION POLICY AWN::
FEDERAL AND STATE REVERE TO

3E USED?
B Y ACTIVITY TYPE, BUREAU,

REVENUE SCURCE,N4D OVERALL
B Y LEA AND AREA
CHARACTERISTICS

--Pam

CALCULATE ALTERNATIVE SET'S MINT
OF CCMPLIANCE WITH DIVISION POLICY
OF FEDERAL AND STATE PEVENUE'TO SE
USEDBY ACTIVITY TYPE, BUREAU,
RSENUE SOURCE, AHD OVERALL
BY LEA ND AREA CHARACTERISTICS

ACCEPT THE ALTERNATIVE SET OF
PROGRAMS AND PROJECTS TO BE
FUNDED BY REVENUE SOURCE I AS
CONSTITUTING ME NEW PLAN FOR
REVENUE SOURCE I

YES

STORE 1HE NEW PLAN
FOR REVENUE SOURCE I

COMMUNICATE THE NEW
PLAN FOR REVENUE
SOURCE I TO FEDERAL
AND STATE AGENCIES

COMMUNICATE ME ACCEPTANCE OR
LIDREJECTION OF LEA INSTRUCTIONAL

LEAPROGRAMS AND L AND STATE
CONSTRUCTION PROJECTS'ANO LEA
AND STATE ANCILLARY PROGRAMS

PROJECTS

YES

PROMOTE ADDITIONAL NEW
LEA INSTRUCTIONAL PROGRAMS,

NEW LEA AND STATE CONSTRUCTION
PROJECTS, ARO NEW LEA AND STATE

ANCILLARY PROGRAMS AND
PROJECTS TO BE FUNDED
BY REVENUE SOURCE I?

FILE Of DIVISION POLICY
FEDERAL AND STATE REVERE TO

BE USED
B Y ACTIVITY TYPE, 3UkEAU,

REVEPLIE SOURCE, AND OVERALL

B Y _LEA MD AREA
CHARACTERISTICS

FILE OF BASE CASE OR PLAN
FOR ALL ACTIVITIES LACER

ALL REVENUE SOURCES

1



FILE OF DESIRED INDICATOR
LEVELS BY ACTIVITY TYPE,
BUREAU, REVENUE SURGE, AND
OVERALL BY LEA AND AREA
CHARACTERISTICS

)ICATOR

DEFICIT

USE
1MET?

lISTICS

YES REVISE DESIRED INDICATOR LEVELS?
BY ACTIVITY TYPE, BUREAU,

REVENUE SCURCE,AND OVERALL
BY LEA AND AREA
CHARACTERISTICS

YES REVISE DESIRED INDICATOR LEVELS
BY ACTIVITY TYPE, BUREAU,

REVENUE SOURCE, AND OVERALL
BY LEA AND AREA CHARACTERISTICS

NO

CHANGE DIVISION POLICY ABOUT
FEDERAL AND STATE REVENUE TO

BE USED?
BY ACTIVITY TYPE, BUREAU,

REVENUE SCURCE,AND OVERALL
BY LEA AND AREA
CHARACTERISTICS

YES)).
FILE OF DIVISION POLICY ABOUT
FEDERAL AND STATE REVENUE TO BE
USED

BY ACTIVITY TYPE, BUREAU,

REVENUE SOURCE, AND OVERALL
BY LEA AM AREA
CHARACTERISTICS

CHAfGE DIVISION POLICY ABOUT
FEDERAL AND STATE REVENUE TO
BE USED

BY ACTIVITY TYPE, BUREAU,
REVENUE SOURCE, AND OVERALL

BY LEA AND AREA SHARACTERISTICS

--131

NO

COMMUNICATE THE ACCEPTANCE OR
REJECTION OF LEA INSTRUCTIONAL
PROGRAMS AND LEA AND STATE
CONSTRUCTION PROJECTS AND LEA
ANO STATE ANCILLARY PROGRAMS
ANO PROJECTS

TES

PROMOTE ADDITIONAL NEW LEA
INSTRUCTIONAL PROGRAMS, NEW LEA
AND STATE CONSTRUCTION PROJECTS,
AND NEW LEA AND STATE ANCILLARY
PROGRAMS AND PROJECTS TO OE
FUNDED SY REVENUE SOURCE 1

PROMOTE ADDITIONAL NEW
LEA INSTRUCTIONAL PROGRAMS,

NEW LEA AND STATE CONSTRUCTION
PROJECTS, AND NEW LEA AND STATE

ANCILLARY PROGRAMS AND
PROJECTS TO RE FUNDED

SY REVENUE SOURCE 1?

NO J



3. LEA staff available for all activities;

4. LEA space available for all activities;

5. State revenue available for all activities; and

6. Federal revenue available and constraints on its

allocation for all activities.

Data and information on students expected to enter, manpower,

expected to graduate, staff and space needed, and State and

Federal revenue needed is extracted from the File of Renewal

Applications of LEA Instructional Programs, the;lilerof

Previously Approved LEA and State Construction Projects, and, the-

File of Previously Approved LEA and State Ancillary Programs and

Projects for Revenue Source 1. This information is combined with

information for all other revenue sources and compared with the

forecasts to determine expected Social Demand, Process, and

Output indicator levels, such as he,following:
,7:44 tom} `'r

1). Percent potential spl efits- pervedt-

2. Percent manpower openings filled,

3. Percent needed of available staff,

4. Percent needed of available space which is available,

5. Percent needed of available State revenue, and

6. Percent needed of available Federal revenue.

Expenditures, expected indicator levels, State revenue

deficit or surplus, federal revenue deficit or surplus, and the

extent to which federal constraints are met are computed, where

appropriate, by activity type, bureau, revenue source and total

Division. The computations for expenditures and expected
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indicator levels are also computed in terms of LEA and area

characteristics. LEA and area characteristics are extracted from

their respective files. Expenditures are computed and forecast

over time in terms of state personnel, materials and equipment

cost factors.

Indicator gaps, the difference between desired and expected

indicator levels, are computed, where appropriate, by activity

type,, bureau, revenue source and total Division and by LEA and

area characteristics. This process requires data and information

from the current plans or revised base cases of all revenue

sources, including Revenue Source 1. In the same fashion,

computations are performed to determine the extent of compliance

with Division policy that is concerned with Federal and State

revenues to be used by activity type, bureau, revenue source and

total Division and by LEA and area characteristics.

The results of the above computations plus the computations

performed in the Revised Base Case Process for all revenue

sources other than for Revenue Source 1 is a series of reports:

(1) Revised Base Case Report for Revenue Source 1, (2) Revised

Base Case Reports for all other revenue sources, and (3) Summary

Report of all revenue sources. The Assistant Commissioner of

Vocational Education and his staff are now in a position to

evaluate the Revised Base Case Report of Revenue Source 1. This

evaluation is performed within +he context of all revenue sources

by activity type, bureau, revenue source and total Division and
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by km and area characteristics. The following questions are

answered during the evaluation:

1. Are the indicator gaps being closed at an

unsatisfactory rate?

2. Does a Federal or State revenue deficit or surplus

exist?

3. Are Federa/ constraints unmet?

4. Is Division policy concerning the use of Federal and

State revenue unmet?

If the answers to these questions are "no", then the Revised Base

Case is satisfactory and, therefore, constitutes the New Plan for

Revenue Source 1. The New Plan and an annual budget, if

required, is developed. This Plan is communicated to the

appropriate State and Federal authorities for their approval.

Following this approval the LEA'S, State agencies and bureaus

within the Division are informed of the acceptance of the New

Plan. The New Plan is then stored in the appropriate file.

If the Revised Base Case for Revenue Source 1 is not found

to be satisfactory, the Assistant Commissioner and hil staff

determine whether or not they wish to revise the 'desired

indicator levels. Changes in the desired indicator levels are

placed in the File of Desired Indicator Levels. The Assistant

Commissioner and his staff may also consider the possibility of

changing Division policy about Federal and State revenue. If

changes in policy are made these changes are placed in a file

designated for that purpose.
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Alternative Set Phase

Information concerning policy changes and data and

information from the files used in the Base Case Phase are now

Utilized in the Alternative Set Process. The files of New
0

Applications for LEA Instructional, Programs, New LEA and State

Construction Projects, New LEA and State Ancillary Programs and

Projects also provide data and information to the Alternative Set

Process. An Alternative Set of Programs and Proj ts is formed

from: (1) a selected number of renewal applications and a

selected number of new LEA applications for instructional

programs, (2) previously approved construction projects and a

selected number of new construction projects, and (3) previously

approved ancillary programs and projects and a selected number of

kIew ancillary programs and projects.

Expenditures, expected indicator levels, State revenue

deficit or surplus, Federal revenue 'deficit or surplus, and

extent to which Federal constraints are met is computed for the
"Zb

Alternative Set by activity type, bureaU, revenue source and

total Division. Expenditures and expected levels of indicators

are also computed by ILEA and area characteristics. The indicator

gaps are computed, where appropriate, by activity type, bureau,

revenue source and total Division and by LEA and area

characteristics. Finally, computations are performed to

determine the extent to which the Alternative Set complies with

Division policy concerning Federal and State revenues. These

computations plus the Alternative Set computations for all
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revenue sources are placed in the appropriate files. The Report

Generation Procedures produce a series of reports that will _be

employed during the Alternative Set Evaluation Process, viz., (1)

Alternative Set Report for Revenue Source 1, (2) Alternative Set

Reports for all other revenue sources, and (3) Summary Report for

all revenue sources.

Upon receipt of these reports the Assistant Commissioner and

his staff evaluate the Alternative Set for Revenue Source 1 in

the milieu of all of the resource commitments for the entire

Division. The same questions that were posed in the Base Case

Evaluation Process are also posed here. If the Alternative Set

is unsatisfactory, it then constitutes the New Plan for Revenue

Source 1 and is handled in the same manner as described in the

Base Case Evaluation Process. However, if the Alternative Set is

unsatisfactory, the Assistant Commissioner and his staff have

three options: (1) they may revise the desired indicator levels

and change Division policy about Federal and State revenue; (2)

they may decide to promote additional new LEA instructional
LIV

pfograms, construction projects and ancillary programs and

projects, new State construction projects, and new ancillary

programs and projects; or (3) they may decide to form a new
Alf

Alternative Set. This proces4,,colitinues until the Assistant

Commissioner and his staff have selected a satisfactory

Alternative Set or New Plan. The New Plan is formalized 'and,

where required, an annual budget is developed. The process of
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approval and communication is followed by storing the NeT41.)lan in

the appropriatt file.

Data and Information Files

The Data and Information Files as discussed in Chapter III

are coupled to the Report Generation Procedures. A set of files

for the Division and a set of files for each of the revenue

sources is required. The following files constitute an

illustrative set for the Division:

1. Potential Student Forecast,

2. Manpower Forecast (this file will contain additional

information on manpower characteristics),

Staff Available Forecast,

4. LEA Space Inventory,

5. State Revenue Forecast,

6. Federal Revenue and Constraint Forecast,

7. LEA Characteristics,

8. Area Characteristics,

9. State Personnel, Materials and Equipment Cost Factors,

10. Desired Indicator Levels, and

11. Division Policy for Federal and State Revenue.

The following files are required for each venu source:

1. Base Case or Plan,

2. Results of the Evaluations of Previously Approved

Programs and Projects,
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3. Applications for Renewal of LEA Instructional Programs

(including guidarice and counselling),

4. Previously Approved LEA and State Construction

Projects,

5. Previously Approved LEA Ancillary Programs and Projects

and State Ancillary Programs and Projects,

6. Applications for new LEA Instructional Programs

(including guidance and counselling), New LEA and State

Construction Projects, and

7. New LEA Ancillary Programs and Projects and New State

Ancillary Programs, Projects and Services.



CHAPTER V

WORK PROGRAM FOR THE DEVELOPMENT, TESTING, MODIFICATION

AND IMPLEMENTATION OF THE PROPOSED PLANNING SYSTEM

Overview of the Work Program

.s

The work program discussed in this chapter covers a period

of three years beginning on July 1, 1970 and concluding on.June,

30, 1973. The objective of the work program is to produce, at

the end of the three year period, a completely operational

planning system for the New Jersey Division of Vocational

Education. Several factors were taken into, onsideration in

establishing the work program:

1. The planning cycles of the continuing '`'revenue sources

-- the duration of those cycles and the point at which

they occur in the total planning cycle of the Division.

2. All components of the Planning System are to go through

two implementation, evaluation and modification periods

that correspond with the planning cycles of the

Division.

3. Most of the components of the Planning System will be

available the first year of the project.

The work program is divided into three phases: Phase I

begins on July 1, 1970 and ends on April 30, 1971; Phase II
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begins as, of May 1, 1971 and terminates April 30, 1972; and Phase

III begins May 1, 1972 and ends June 30, 1973. These phases are

keyed to the beginning of the 1971-72 and 1972-73 planning cycles

of the Division. Most of the components of the Planning System

will be ready for the first implementation, evaluation and

modification period, which begins on May 1, 1971. The 1971-72

planning cycle starts at this time. The first implementatidn of

all the components of the Planning System will be completed by

April 30, 1972. The evaluations and modifications on all but

three of the components will also be completed by April 30, 1972.

The work on the three remaining components will be completed by

June 30, 1972. All components will go through a second

implementation period and be evaluated and modified for the last

time during the project. This work will be accomplished from May

1, 1972 through June 30, 1977J. Some of the components will start

their third implementation period on May 1, 1973. All components

of the Planning System will be used during two planning cycles of

the Division. Each component will be ready for use as the need

for the component arises during these two planning cycles.

The work program is illustrated on Chart Vi t. The three

phases are shown on the Chart along with the task streams that

are necessary to develop the components of the Planning System:,

1. Task Stream 1.0 -- Develop and Implement Forecast

Procedures,

2. Task Stream 2.0 -- Develop and Implement Report

Generation Procedures,
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7/1/70

T1.0
DEV. &
IMPL
FORECAST
PROCEDURES

12.0
DEV. &,IMPL.
REPORT
GENERATION'
PROCEDURE

CHART V-" A.

MAIN- TASK STREAMS FOR THg_ougLopmgmy, TESTING_
AND MODIFICATION OF THE VOCATIONWEDUCATIONIPLANNING SYSTEM

5/1/71 5/1/72
PHASE I PHASE II PHASE III,.

JASONDJFMAMJJASO NOJFMAMJjASO DJF.
6/31/73

a

T1.1 DEV. FORECAST PROC T112 IMPLEMENT. EVAL. & MODIFY

T1.3 PREP. 2ND 'min,. PER.

2.1 DU REPT. GEN. PRO

T3.0
DEV. &
IMPL
DATA &
INFORMATION
FILES'

3.7_ SOURCE psi:FILEt

DEV. GEN. 0 & I FILES

T2.2 IMPL. EVAL. & MOB IF!

12.3 PREP 2ND IMPL. PE

T1-.4 IMPL 2ND `PERIOD

Ti 5

T1.6 ,IMPL. 3RD PERIO[6.."

13.2. IMPL. EVAL. & MOO TFY.

T3.1

T3.3 PREP 2ND IMPL. PER

74.0
DEV. k
IMPL.
INDICATOR
SET

T3.8

.14 1 DEV. GEN IND.

T2. IMPL. 2ND PERIOD

'T2.5

IMPL. REV. SOURCE 0 & I FILES

;T3.9

'UAL MOD. & PREP. RD IMP

T2.6 IMPL 3RD PERIOD

T3.4 IMPL. 2ND PERIOD

13:5 AL. M 0 & PR P R

T3.6 IMPL. 3RD PERIOI

EVAL. MOD. & PREP 2ND IMPL

T3.10 IMPL. REV. SOUR'D & I FILES

T3.11. VAL MOD. & PREP RD IMPL

14.2 IMPL., EVAL..& MODIFY

14.3 PREP 2ND IMPL. PER

11.4.7 DEV. REV...:i0JRCE IND.

13..12 IMPL. 3RD mum

14.4 IMPL. 2ND PERIOD

14.5. EVAL.. MOD & PREP 3RD IMPL

14.6 IMPL:3RO PF;RIOD

IMPL. REV. SOURCE IND

14.9 EVAL., MOO. & PREP 2ND IMPL

T

V..11

T5.0 175.1 DEV. DIV. SUB.SYS.1 T5.2 IMPL., EVAL & MODIFY
BEV; &
IMPL.
PLANNING f5,- PREP 2ND IMPL. PER

SUB-SYSTEM
PROCEDURES

DEV. REV. SOURCE SUB-SYSTEMS

T5.7 T5.8

10 IMPL. REV. SOUR. IND.

EVAL.. MOD. & PREP RD MP

T4.12 IMPL. 3RD PER/00

5. IMPL. 2ND PERIOD

T5.5 EVAL.. MOO. & PREP. 3RD

IMPL. REV._SOUR. suo.sys.1

T5.9 EVAL., MOD. & PREP 2ND IM

T5.10I

T5.11

T5.6 IMPL. 3RD PERIOp

1717c414 L.. REV. SQUR..SUB.SYS.I

pfiii., MOD & PREP. 3RD .INNI

T5.12 IMPL. 3RD PERIOD



3. Task Stream 3.0 -- Develop and Implement Data and

Information Files,

4.p Task Stream 4.0 -- Develop and Implement Indicator

Sets, and

5. Task Stream 5.0 -- Develop and Implement Planning

Subsystem Procedures.

Each task stream is subdivided into a series of tasks.

Charts V-B,,V-C, and V-D show the tasks in detail for Task

Streams 3.0, 4.0 and 5.0. A detailed listing of tasks by phase

is contained in the section, "Phasing of the Work Program". The

tasks may also be examined across task streams by purpose:

1. Development of the components,

2. Implementation of the components during the first

period,

3 Evaluation and modification of the components and

preparation for the second period,

4. Implementation of the components during the second

period,

5. Evaluation and modification of the components and

preparation for the 1973-74 Division Planning Cycle,

and

6. Implementation of the components during the 1973-74

Division Planning Cycle.



DIV
BUDGET

ST GRANT-
IN-AID

VOC ED ACT
AMEND-168

CIVIL DEF
ED ACT -'50

MANPOWER
OEV & TR ACT
AMEND-'69

SOC SEC ACT'
AMEND-'67

AD BASIC ED 1 15.7

ACT AM -'66

CHART V.a.-

DEVELOPMENT AND IMPLEMENTATION OF PLANNING
SUBSYSTEM PROCEDURES

(TASK GROUP 5.0)

7/1/70 5/1/71 5/1/72 16/31/1

ritAls to INF) IJJFIMIA 111.11,11AISIO NIDIJIFIMJ:riMI,JIJIAIS1OINIDIJIF MIAIM11'

PHASE 1 PHASE II PHASE III

T5.1 DEV DIV SUB-SYS T5.2 IMPL., EVAL & MODIFY

T5.3 PREP. 2ND
IMPL PER

T5.7 T5.8 T5.9

T5.4 IMPL 2ND PERIOD

T5.5 EVAL, MOD. & PREP, 3RD IMPL

T5.6 IMPL. 3RD PERIOD-40

DEV. SUB-SYS. IMPL

T5.10

EVAL., MOD & IMPL.
PREP 2ND IMPL

EVAL, MOD IMPL.
PREP. 3RD IMPL

T5.10

VETERANS
ADMIN

SPECIAL

P ROJECTS*

T5.7

---)LT5 . 7 I

T5.7

T5.8 T5.9

15.8 T5.9

T5.7

11

MIKE

T5.8

*GENERAL SUB-SYSTEM PLANNING PROCEDURE FOR
NON-CONTINUING REVENUE SOURCES

I T5.11
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CHART .11 C

DEVELOPMENT AND IMPLEMENTATION OF DATA MID
ImFORMATION FILES

(TASK GROUP 3.0)

5/1/71 5/1/72
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°
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T3.7

3.1 13.7 [

vo17573 113.9

T3.8
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D IV
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IMPL PER
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14.6 IMPL. 3RD PERIOD-41:D
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Development

All tasks streams are keyed to Task Stream 5.0 which is

concerned with the development and implementation of the Planning

Subsystem Procedures. A close exmaination of Chart V-A will

reveal this fact. Because Planning Subsystem Procedures, Data

and Information Files and Indicator Sets must .,be developed and

implemented for each continuing and non-continuing revenue source

of the Division, these tasks have been detailed on Charts V-B, V-

C and -V-D. Note that these tasks are soquentially staged to

match the order in which all but two of the planning cycles, for

continuing revenue sources occur in the planning cycle for the

total Division. Development of the Data and Information Files,

Indicator Sets, and Subsystem Procedures for the Adult Basic

Education Act Amendments of 1966 and the Veterans Administration

Revenue Sources has been advanced' so that each of these revenue

sources can pass through two complete implementation, evaluation
ti

and modification periods before June 30, 1973.

Development of a general set of Planning Subsystem

Procedures, Data and Information Files and Indicator Sets for

non-continuing revenue sources, which provide funds for special

projects, will be undertaken in parallel with the companion

components for the continuing revenue sources. This work will be

eased in some cases because certain continuing revenue sources

(see Chapter IV) provide funds for special projects. It is

assumed that these components with minor modifications will be

useful in planning future special projects.

ax
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Implementation of the Components for the First Period,

Before the first planning cycle is implemented for the

Division Budget Revenue Source, revised base cases will be

developed for all but two of the continuing revenue sources

(Manpower Development and Training Act Amendments of 1969 and

Social Security Amendment Act of 1967 being the sxceptions). If

a multi-year plan (Current Plan) exists for a given revenue

source this plan will be updated and utilized as a revised base

case. However, if a Current Plan does not exist for a given

revenue source the annual budget developed during the previous

planning cycle will be updated and forecast over a five-year

planning horizon. The updated annual budget and the five-year

forecast will constitute the revised base case for the revenue

source. Revised base cases will be developed in the same manner

for non-continuing revenue sources.

Evaluation and Modification o the Com onents and Pre aration for

the Second Period

All the modifications on the Data and Information Files,

Indicator Sets, and Planning Subsystem Procedures of three

revenue sources (Vocational Education Act Amendments of 1968,

Manpower Development and Training Act Amendments of 1969 and

Social Security Act Amendments of 1967) will not have been

completed before the beginning of the second implementation,

evaluation arid modification period. Special attention, however,

will be given to those portions of the above mentioned
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modifications that are necessary to begin the planning cycles for

the Division's Budget, Adult Basic Education Act Amendments of

1966 and Veterans Administration Revenue Sources. All

will be completed before the

of the State Grants-in-Aid

non-continuing revenue source

components will be completed before the beginning of the second

period of implementation, evaluation and modification.

modifications of the components

beginning of the planning cycle
1!-

Revenue Source. Modifications to

Im leme tation of the Com onents Du the Second Period

All continuing revenue sources will complete a second period

of testing and modification. All special projects funded by non-

continuing revenue sources identified at the beginning of the

project will also have completed a second testing and

modification process. All components of the Planning System will

incorporate the improvements resulting, from the first

implementation.

Evaluation and ModifiLaof_tbe_Compgnsnoorcat

1973-74 Division Planning Cycle

The Forecast Procedures, Report Generation Procedures, Data

and Information Files, Indicator Sets, and Planning Subsystem

Procedures will be modified for the second and last time during

the project. The procedures and documentation manuals and

materials will be cleaned up and placed in their final form. The

fl

personnel of the Division will receive their final training, and
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preparations will be made to turn the Planning System over to the

Division.

m e entation o t e Com onents Duri the 1973-74 Division

Planning Cycle

Special projects funded by non-continuing revenue sources

and one corztinuing revenue source will begin the planning cycle

of the Division (Division nudget). Adult Basic Education Act

Amendments of 1966 and Veterans Administration Revenue Sources

will be finishing their planning cycles and, thus concluding the

1972-73 planning cycle for the Division.

Phasing of the Work Program

The tasks are shown by phase in this section (refer to

Charts V-A, V-B, V-C and V-D). The dates enclosed in parentheses

cover the time period allowed to complete the task?

1. Phase I contains the f011owing tasks (7/1/70-4/30/71):

a. Task 1.1 - Develop Forecast Procedures and prepare

for the.first implementation 'period (7/1/70-

4/30/71);

b. Task 2.1 - Develop Report Generation Procedures

and prepare for the first implementation period

(7/1/70-4/30/71);



0
c. Task 3.1 - Develop the General Data and

Information Files and prepare for the first

implementation period (7/1/70-4/30/71);

d. Task 3.7 - Develop and implement the Data and

Information Files for continuing and non-

continuing revenue sources and prepare for the

first implementation period (7/1/70-7/31/72);

e. Task 4.1 - Develop the General Social Demand,

Process and Output Indicators and prepare for the

first implementation period (7/1/70-4/30/71);,

f. Task 4.7 - Develop the Social Demand, Process and

Output Indicators for the continuing and non-

continuing revenue sources and prepare for the

first implementation period (7/1/70-7/31/72);

g. Task 5.1 - Develop the Division level Planning

Subsystem Procedure and prepare for the first

implementation period (7/1/70-4/30/71); and

h. Task 5.7 - Develop the Subsystem Procedures for

each continuing and non-continuing revenue source

and prepare for the first implementation period

(7/1/70-7/31/72).

2. Phase II contains the following tasks (5/1/71-4/30/72):

a. Task 1.2 - Implement, evaluate and modify the

Forecast Procedures (5/1/71-6/30/72) ;
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b. Task 1.3 - Prepare for the second implementation

period with the Forecast Procedures (3/1/72-

4/30/72);

c. Task 2.2 - Implement, evaluate and modify the

Report Generation Procedures (5/1/71-6/30/72);

d. Task 2.3 - Prepare for the second implementation

with the Report Generation Procedures (3/1/72-

4/30/72);

e. Task 3.2 - Implement, evaluate and modify the

General Data and Information Files (5/1/71-

6/30/72);

f. Task 3.3 - Prepare for the second implementation

period with the General Data and Information Files

(3/1/71-4/30/72);

g. Task 3.7 - Continue developing the Data and

Information Files for the continuing and non-

continuing revenue sources (7/1/70-7/31/72);

h. Task 3.8 - Continue to implement the Data and

Information Files for each continuing and non-

continuing revenue source (5/1/71-4/30/72);

i. Task 3.9 - Evaluate and modify the Data and

Information Files for each continuing and non-

continuing revenue source and prepare for the

second implementation period (7/1/71-6/30/72);
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j. Task 4.2 - Implement, evaluate and modify and

expand the General Indicator Subset (3/1/71-

4/30/72);

k. Task 4.3 - Prepare for the second implementation

period for the General Indicator Subset (3/1/71-

4/30/72);

1. Task 4.7 - Continue development of the Social

Demand, Process and Output Indicators for the

continuing and non-continuing revenue sources

(7/1/70-7/31/72);

m. Task 4.8 - Implement the indicators for each

continuing and non-continuing revenue source

(5/1/71-4/30/72) ;

n. Task 4.9 - Evaluate, modify and expand each

continuing and non-continuing revenue source

Indicator Subset and plan for the second

implementation period (7/1/71-6/30/72);

o. Task 5.2 - Implement, evaluate and modify the

Division level Planning Subsystem Procedures

(5/1/71-6/30/72);

p. 'Task 5.3 - Prepare for the second implementation

period with the Division level Planning Subsystem

Procedures (3/1/71-4/30/72) ;

q. Task 5.7 - Continue development of the Subsystem

Procedures for each continuing and non-continuing

revenue source (7/1/70-7/31/72);
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r. Task 5.8 - Implement the Subsystem Procedures for

each continuing and non-continuing revenue source

(5/1/70-4/30/72); and

s. Task 5.9 - Evaluate and modify the Subsystem

Procedures for each continuing and non-continuing

revenue source and prepare for the second

implementation period (7/1/71-6/30/72).

3. Phase III contains the following tasks (5/1/72-

6/30/73):

a. Task 1.2 - Continue to implement, evaluate and

modify the Forecast Procedures (5/1/71-6/30/72);

b. Task 1.4 - Implement the Forecast Procedures

(5/1/72-6/30/73);

c. Task 1.5 - Evaluate and modify the forecast

procedures and prepare for the 1973-74 Division

Planning Cycle (7/1/72-6/30/73);

d. Task 1.6 - Implement the Forecast Procedures

(5/1/73-6/30/73);

e. Task 2.2 Continue to implement, evaluate and

modify the Report Generation Procedures (5/1/71-

6/30/72);

f. Task 2.4 - Implement the Report Generation

Procedures (5/1/72-6/30/73);

g. Task 2.5 - Evaluate and modify the Report

Generation Procedures and prepare for the 1973-74

Division Planning Cycle (7/1/72-6/30/73);
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h. Task 2.6 - Implement tha Report Generation

Procedures-(5/1/73-6/30/73);

i. Task 3.2 - Continue to implement, evaluate and

modify the General Data and Information files

(5/1/71-6/30/72);

j. Task 3.4 - Implement the General Data and

Information Files (5/1/72-6/30/73);

k. Task 3.5 - Evaluate and modify the General Data

and Information Files and prepare for the 1973-74

Division Planning Cycle (7/1/72-6/30/73);

1. Task 3.6 - Implement the General Data and

Information Files (5/1/73-6/30/73);

m. Task 3.9 - Continue to evaluate and modify the

Data and Information Files for the continuing and

non-continuing revenue sources and continue

preparation for the second implementation period

(7/1/71-6/30/72);

n. Task 3.10 - Implement the Data and Information

Files for each continuing and non-continuing

revenue source (5/1/72-4/30/73);

o. Task 3.11 - Evaluate and modify the Data and

Information Files for each continuing and non-

continuing revenue source and prepare for the

1973-74 Division Planning Cycle (7/1/72-6/30/73);
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p. Task 3.12 - Implement the Data and Information

Files for each continuing and non-continuing

revenue source (5/1/73-6/30/73);

q. Task 4.2 - Continue to implement, evaluate, modify

and expand the General Indicator Subset (5/1/71-

6/30/72);

r. Task 4.4 - Implement the General Indicator Subset

(5/1/72-6/30/73);

s. Task 4.5 - Evaluate, modify and expand the General

Indicator Subset and prepare for the 1973-74

Division Planning Cycle (7/1/72-6/30/73);

t. Task 4.6 - Implement the General Indicator Subset

(5/1/73-6/30/73);

u. Task 4.9 - Continue to evaluate, modify and expand

each continuing and non-continuing revenue source

Indicator Subset and continue planning for the

second implementation period (7/1/71-6/30/72);

v. Task 4.10 - Implement the Indicator Subsets for

each revenue source (5/1/72-4/30/73);

w. Task 4.11 - Evaluate, modify and expand each

revenue source Indicator Subset and plan for the

1973-74 Division Planning Cycle (7/1/72-6/30/73);

x. Task 4.12 - Implement the Indicator Subset for

each revenue source (5/1/73-6/30/73);
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y. Task 5.2 - Continue to implement, evaluate and

modify the Division level Planning Susbsystem

Procedures (5/1/71-6/30/72);

z. Task 5.4 - Implement the Division level Planning

Subsystem Procedures (5/1/72-6/30/73);

aa. Task 5.5 - Evaluate and modify the Division level

Planning Subsystem Procedures and prepare for the

1973-74 Division Planning Cycle (7/1/72-6/30/73);

bb. Task 5.6 - Implement the Division level Planning

Subsystem Procedures (5/1/73-6/30/73);

cc. Task 5.9 - Continue to evaluate and modify the

Subsystem Procedures for each revenue source and

continue preparations, for the second

implementation period for each source (7/1/71-

6/30/72);

dd. Task 5.10 - Implement the Subsystem Procedure-e-for

each revenue source (5/1/72-4/30/73);

ee. Task 5.11 - Evaluate and modify. the Subsystem

Procedures for each revenue source and prepare for

the 1973-74 Division Planning Cycle (5/1/72-

6/30/73); and

ff. Task 5.12 - Implement Subsystem Procedures for

each revenue source (5/1/73-6/30/73).
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Jesults at the End of Each Phase

The work program has been so conceived as to yield working

components for the Planning System at the end of Phases I and II.

All components will be cleaned up during Phase III and turned

over to the Division personnel in complete working order at the

end of the Phase. The following results will be produced at the

end of each phase:

1. Phase I (7/1/70-4/30/71) --

Forecast Procedures,

b. Report Generation Procedures,

c. General Data and Information Files,

d.

e.

General Indicator Subsets,

Division Planning Subsystem Procedures,

Revenue Source Planning Subsystems, Data and

Information Files, Indicator Subset, and Planning

Procedures will be completed for each of seven

revenue sources -- (1) Division Budget, (2) State

Grants-in-Aid, (3) Vocational Education Act

Amendments of 1968, (4) Civil Defense Education

Act Amendments of 1950, (5) Adult Basic Education

Act Amendments of 1966, (6) 'Veterans

Administration, and (7) Special Projects,

g. Procedures and documentation manuals and materials
4

will be developed for the above where necessary,

and



h. Division personnel using the above components will

be trained in their use;

2. Phase II (5/1/71-4/30/71) --

a. The following components will have nearly

completed the first implementation, evaluation and

modification process -- (1) Forecast Procedures,

(2) Report Generation Procedures, (3) General Data

and Information Files, t4) General Indicator

Subset, and (5) Division Planning Subsystem

Procedures,

b. Revenue Source Planning Subsystems - Data and

Information Files, Indicator Subsets, and Planning

Procedures will be completed for each of the

following sources -- (1) Manpower Development and

Training Act Amendments of 1969 and (2) Social

Security Act Amendments of 1967,

c. Procedures and documentation manuals and materials

will be developed for the two revenue source

Planning Subsystems mentioned in "b" above,

d. Division personnel using the revenue source

Planning Subsystems mentioned in "b" above will be

trained in their use, and

e. All continuing and non-continuing revenue source

Planning Subsystems will have completed their

first implementation evaluation and modification

process; and



3. Phase III (5/1/72-6/30/73) --

a. Final modifications will be completed on all the

components of the Planning System,

b. Procedures and documentation manuals and materials

will be completed,

c. All division personnel will complete their

training in the use of the components of the

Planning System, and

d. All components of the Planning System will be

operational.

Concluding Comments

Because of the large number of revenue sources presently

administered by the Division and the complexity of the required

LEA and State application process for requesting funds from these

sources, the Division has an immediate need for a continuous,

comprehensive, and integrated Planning System. The work program

contained in this chapter will provide the components of the

proposed Planning System thirteen months after the start of

development. This rapid delivery, however, is predicated on the

assumption that these components will be subjected to two

implementation, evaluation and modification processes, that is,

the components will be used to assist the Division in completing

two of its planning cycles (1971-72 and 1972-73). The use of the

components during these cycles will reveal problems within and
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among the components that may be overlooked during their

development. The Planning System will be free of problems and

completely operational at the end of thirty-six months. The

System will have been built with and for the personnel of the

Division. All necessary procedures and documentation materials

will have been completed. These materials plus the thorough

training of the Division's personnel will enable the Division to

upgrade the components of the System long after the Government

Studies Center has completed its work.
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